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SUMMARY 


lliis  study  comprises  two  pans: 

•  Pan  I  suggests  alternative  approaches  to  organizing  the  active  component  of 
the  Army  and  Marine  Corps  in  the  face  of  anticipated  budget  cuts. 

•  Pan  n  suggests  alternative  ways  of  organizing,  manning,  and  training  reserve 
component  combat  forces. 

Training  readiness'  is  key  to  both  parts: 

•  Success  on  the  battlefield  demands  high  training  readiness. 

•  Some  personnel  practices  limit  the  ability  to  achieve  high  training  readiness 
in  active  units. 

•  Budget  cuts  threaten  to  further  reduce  training  readiness. 

•  The  mix  of  active  and  reserve  combat  units  is  often  determined  by  the  speed 
with  which  reserve  units  can  deploy  and  that  speed  is  a  function  of 
perceptions  of  their  training  readiness. 

•  While  training  readiness  is  perhaps  at  an  all>time  high,  there  is  no 
comprehensive,  objective  measure  of  training  readiness  in  routine  use  by  the 
Army  or  the  Marine  Corps  to  measure  the  training  readiness  of  combat 
maneuver  units. 

PARTI 

One  way  to  improve  training  readiness  in  active  component  units  is  to  revise  some 
Army  and  Marine  Corps  policies  in  order  to  build  tqoig  personnel  stability  in  units  and 
keep  people  associated  with  units  longer.  The  Unit  Stability  Program  is  designed  to 
achieve  that  goal.  It  is  built  around  these  concepts: 

•  Keep  units  together  longer. 

•  Employ  a  “Regimental  system.” 

•  Exchange  the  individual  replacement  system  for  a  unit  replacement  system. 


1 


Training  readiness  is  a  measure  of  a  unit's  sbOity  to  peitfonn  its  mis^on-^sential  tasks  to  a  defined 
standard. 


•  In  wartime,  return  former  unit  personnel  to  their  unit  to  act  as  Hllers  and 
combat  replacements. 

Ready  Standby  Organization  appears  to  provide  a  way  for  the  Army  and  Marine 
Corps  to  preserve  active  component  force  structure  and  training  readiness  in  the  face  of 
budget  cuts.  Ready  Standby  Organization  is  built  around  these  concepts: 

•  Create  fully  equipped  “Standby"  units  that  are  manned  in  peacetime  by  fully 
trained  people  who  have  other  peacetime  assignments  or  who  have  left  the 
active  component 

•  In  a  crisis  or  war,  recall  the  noembers  of  the  unit  to  the  unit  and,  following 
limited  refresher  training,  send  the  unit  to  war. 

Both  the  Army  and  Marine  Corps  could  react  to  budget  cuts  by  placing 
approximately  25%  of  their  active  component  force  structure  into  Standby  status. 

The  Unit  Stability  Program  and  Ready  Standby  Organization  could  be 
implemented  together  or  singly. 

PARTH 

This  study  indicates  that  the  training  readiness  of  reserve  component  combat 
maneuver  units  could  be  in^rovcd  and  their  post-mobilization  deployment  times  reduced. 
This  would  allow  them  to  contribute  more  effectively  to  a  short  warning  wartime 
scenario.  Ways  to  reduce  post-mobilization  deployment  times  fall  into  6  major  areas; 

•  Reduce  the  number  and  difficulty  of  the  tasks  reserve  units  are  expected  to  be 
able  to  canyr  out; 

«  Improve  the  skill  levels  of  personnel  serving  in  reserve  units; 

•  Provide  additional  training  time; 

•  Use  mote  effective  training  techniques; 

•  Reduce  administrative  impediments  to  effective  mobilization; 

•  Train  in  the  combat  theater  where  possible. 

Prelirrunary  analysis  of  one  of  these  approaches — the  use  of  more  simulator 
training— suggests  a  potential  for  making  significant  reductions— between  20%  and 
40% — ^in  current  estimates  of  post-mobilization  deployment  times  of  reserve  combat 
units. 

Review  of  simulator  training  concepts  and  technologies  indicates  a  potential  for 
further  improving  simulator  training  of  reserve  units,  especially  in  the  key  areas  of 


banalion  and  brigade  operations.  This  new  approach  to  simulator  training  involves  the 
merging  of  virtual  and  constructive  simulation — SIMNET  and  Janus — and  the  use  of 
both  local  and  wide  area  data  transmission  networks. 

This  report  represents  an  initial  effort  to  define  new  organizational  and  training 
approaches  for  the  Army  and  the  Marine  Corps.  Work  to  date  on  the  concepts  described 
in  both  Part  I  and  Part  n  describe  possibilities  for  making  significant  improvements  in  the 
training  readiness  of  both  the  Active  and  Reserve  Components  of  the  Army  and  the 
Marine  Corps  and  for  preserving  Active  Component  force  structure  and  training  readiness 
in  the  face  of  impending  budget  cuts.  Implementation  of  these  concepts  would  require 
the  Services  to  develop  detailed  plans  and  cost  estimates.  Much  of  the  data  needed  for 
these  more  detailed  plans  and  cost  estimates  is  available  in  Army  and  Marine  Corps 
records  such  as  those  of  the  Army  COHORT  experiment  and  the  Marine  Corps  Unit 
Deployment  Program.  Reorganizations  and  reductions  already  underway  can  provide 
opportunities  for  testing  some  of  these  concepts  in  the  near  term. 


L  OVERVIEW  OF  THE  STUDY 


A.  THIS  STUDY  HAS  TWO  GOALS 

•  Develop  alternative  approaches  to  organizing  the  active  component  of  the 
Army  and  Marine  Corps  that  will  allow  both  Services  to  preserve  force 
structure  and  training  readiness  despite  anticipated  cuts  in  resources  and 
OPIBMPO(PartI). 

•  Develop  and  analyze  alternative  ways  of  organizing,  manning,  and  training 
reserve  component  combat  forces  that  will  allow  them  to  better  serve  the 
nation’s  needs  (Part  II)« 

B.  CHANGES  IN 'im  WORLD  MAKE  THIS  STUDY  IM^RTANT 

•  The  defeat  of  communism,  the  end  of  the  Cold  War,  and  the  end  of  the  Soviet 
Union  csdl  for  new  approaches  to  organizing  and  training  U.S.  forces  to 
obtain  the  best  return  for  the  increasingly  scarce  resources  that  will  likely  be 
available. 

•  Future  battlefields  will  be  very  challenging  and  U.S.  forces  must  be 
organized  and  trained  for  success  on  those  battleSdds. 

C  FUTURE  BATTLEFIELDS  WILL  LH^LY  BE  CHARACTERIZED  IN  THE 
FOLLOWING  WAYS 

•  The  scale  of  future  batdeSelds  will  be  smaller  dian  what  we  planned  when 
the  Soviet  Union  was  mir  main  enemy,  but  the  intensity  will  likely  be  the 
saute. 

•  Hghly  complex,  nonlinear  operations  will'tequire  hi^  levels  of  in^viddd 
and  collective  skills  in  operating  individual/  wea^n  systems  and  in 
qmchronidng  the  ope^tms  ok  a  large  number  of  small  t^ts  and  cotttplm 
l^e  systems. 

•  High  intensity  combat—’^  hour  per  day  operations  widi  2  or  3  times  as  many 
combat  "pul^"  pw  day  u  in  WWD—and  the  need  to  sustain  operations  for 
a  period  of  days  or  even  weeks  (the  plans  for  the  Gulf  War  envisioned' a 
period  of  intense  combat  for  several  weeks)^^  place  extreme  physical  ud 
psychological  stress^  on  individuals  and  units. 


•  Increasingly  capable  reconnaissance  and  fire  systems  will  force  ever  greater 
dispersion  on  the  battle^eld  and  will  call  for  small  unit  excellence  in  order  to 
overcome  the  isolation  and  decentralization  that  comes  with  dispersion. 

«  The  fluid,  compartmented  nature  of  war  will  place  a  premium  on  sound 
leadership,  competent  and  courageous  soldiers,  and  cohesive,  well-trained 
units.  Decision  making  will  be  decentralized  and  subordinate  leaders  will  be 
expected  to  act  on  their  own  initiative  within  the  framework  of  the 
commander's  intent^ 

D.  THE  FUTURE  BATTLEFIELD  HAS  IMPLICATIONS  FOR  TRAINING  AND 
ORGANIZING  U,S.  FORCES 

•  Any  U.S.  forces  comnutted  to  a  future  battle  must  be  at  the  highest  level  of 
training  readiness  possible. 

•  American  maneuver  warfare  doctrine  (Army  AirLand  Operations,  USMC 
maneuver  war)  demands  the  very  highest  possible  combat  abilities  in  units  at 
the  point  of  main  effort  and  allows  for  follow-on  forces  that  are  less  capable. 

•  Combat  operations  that  involve  greater  dispersion,  decentralized  decision 
authority,  and  the  ability  to  concentrate  forces  at  the  point  of  main  effort  lead 
to  increased  demands  upon  individual  soldiers,  combat  vehicle  crews,  squads, 
platoons,  and  companies. 

•  Orchestrating  and  coordinating  greater  numbers  of  small  units  and 
decentralized  decision  making  require  more  all-arms  integrated  training  and 
greatly  increased  synchronization  skills  for  conomanders  and  staffs. 

•  The  number  and  coo:q)lexity  of  tasks  that  forces  will  be  asked  to  perform  will 
continue  to  increase. 

•  Some  forces  must  be  trained  and  ready  to  fight  and  win  the  first  battle  of  a 
war  that  comes  with  little  warning. 

•  There  must  be  sufficient  total  forces  to  meet  potential  worldwide  demands  for 
U.S.  forces — the  need  for  overwhelnnng  force. 

•  The  forces  must  have  the  staying  power,  with  or  without  conflict,  to  remain 
in  place  for  long  enough  to  achieve  their  objectives. 


*  FM100-S,Dq)aitinentofdieAnny,1986.pp.4,S. 
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E.  UNDERSTANDING  TRAINING  READINESS  IS  KEY  TO  REACHING  THE 
GOALS  OF  THIS  STUDY 

•  Training  readiness  is  a  measure  of  a  unit's  abiliQ'  to  perform  mission>essential 
tasks  in  increasingly  difficult  conditions  to  predetermined  standards. 

•  Current  measures  of  training  readiness  are  primarily  subjective. 

•  Evidence  from  Army  field  training  exercises  using  tactical  engagement 
simulations  (TES)^  indicates  that  the  odds  of  a  successful  attack  are 
drarrsatically  increased  when  the  attacker  has  a  signfficant  advantage  in  his 
level  of  training.^ 

•  Current  practice  calls  for  units  to  be  at  a  minimum  acceptable  level  of 
training  readiness  before  deployment 

—  Active  component  combat  units  are  assumed  to  be  at  minimum 
acceptable  level  at  virtualy  all  times. 

—  Reserve  component  combat  units  must  denoonstratc  their  abiliQ'  before 
dqrloyment 

F.  CONSTRAINTS  ON  ACHIEVING  HIGH  LEVELS  OF  TRAINING 
READINESS 

Both  Services  do  the  best  training  they  know  how  to  do  within  their  systems. 
Both  seek  to  train  their  units  to  standards  that  are  achievable  by  units  that  must  operate 
widiin  their  systems.  These  systenos  are  characterized  by  important  constraints: 

•  Both  Services  will  have  increasingly  limiied  resources  to  support  training  and 
nuintain  OPTEMPO.  They  must  ^d  ways  to  make  the  best  possible  use  of 
these  resources. 

•  Both  Services  use  a  replacement  system  that  places  higher  priority  on 
individuals  and  on  individual  development  fha;i  on  units  and  unit 
development.  This  system  continuously  moves  traired  people  out  of  units 
and  replaces  them  with  people  who  are  unfamiliar  with  and  untrained  in  the 


^  'IBS  can  inc|u(k  a  naosber  of  different  Qppes  of  ^nlatioas  whose  most  impoitant  characteristic  is  the 
nae  of  a  aentint  opposition  force  that  prmddea  iminediate  reward  and  purulent  tactical  perfonnince 
throo^xeal'ttmecasaalQ'asaessroeiU.  TBS  can  be  used  to  train  units  in  the  field  widt  actrial  military 
personnel  and  vehkles,  or  in  conpuier-based  virtual  simulatioa  (SIMNET)  with  actual  military 
personnel  or  on  a  computerized  battle  simulation  to  train  comnumders  arid  staffs.  The  use  (tf 
Obaervo/Conttoliers  is  also  to  focces^ul ‘IBS. 

3  Roland  J.  Kart  A  RcbeitH.SuIzea,*X:oo)piring  Success  Rates  in  Simulated  Combat,"  AnMedForr^ 
am/Soci^,VolI4,Nb.2,Wtnterl988.  Tbebddsofnc^fdraplaiotmatttck.wereinaeaiedl^ 
30  to  1  when  Ae  attacks  was  lelattveiy  well  trained  coaqrared  to  the  defender. 
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unit  In  essence,  this  system  creates  new  units  every  year  or  so  and  these  new 
units  must  begin  their  training  cycle  over  and  over  again.^ 

•  Both  Services  must  maintain  high  operational  tempos  in  their  combat  units  in 
order  to  train  their  units  to  minimum  acceptable  standards. 

•  All  units  have  limited  time  available  for  training.  This  is  especially  true  in  the 
reserve  component. 

G.  THE  STRUCTURE  OF  THIS  PAPER 

This  pqier  addresses  a  number  of  alternative  ways  to  organize  and  train  U.S. 
Army  and  Marine  active  and  reserve  combat  forces.  These  alternatives  are  designed  to 
allow  them  to  adjust  to  cuts  in  resources  and  to  reach  and  maintain  levels  of  training 
readiness  diat  are  appropriate  to  the  demands  facing  the  Army  and  Marine  Corps. 

Chapter  n  provides  an  analysis  of  the  concept  of  training  readiness  and  the 
training  strategy  that  the  Army  and  Marine  Corps  employ  today.  It  also  addresses  major 
organizational  and  operational  concepts  that  are  important  to  the  study.  This  chapter 
serves  as  a  base  for  the  analysis  that  follows  in  Parts  I  and  IL 

Part  I  focuses  on  the  Army  and  Marine  Active  Component  and  comprises 
Chapters  m,  IV,  V,  and  VI.  Chapter  m  describes  an  approach  to  the  organization  of 
military  forces  that  is  designed  to  enhance  the  stability  of  personnel  within  units  and, 
thereby,  to  enhance  their  training  readiness.  Chapter  IV  describes  a  new  OTganizational 
ccmcqit  that  is  designed  to  allow  the  Army  and  Marine  Corps  to  preserve  ftnpce  structure 
despite  anticipated  cuts  in  funding.  Chapter  V  describes  specific  ways  these  concqpts  can 
be  applied  to  the  Army.  Chapter  VI  describes  how  they  can  be  applied  to  the  Marine 
Corps. 

Part  n  describes  a  number  of  potendal  ways  to  inqnove  the  training  readiness  and 
reduce  the  deployment  times  of  Army  National  Guard  combat  maneuver  units  and,  by 
implicatitm,  a  full  range  of  other  reserve  units.  Part  n  repeats  Chapters  I  and  n  and 
includes  Chapters  Vn  and  Vm.  Chapter  Vn  suggests  a  number  of  changes  in  policies 
and  practices  that  should  enhance  the  ability  of  ARNG  units  to  improve  their  level  of 


^  WheaaoidimaiMlMatioesiaooodwtinaneaverbaualkxtfiiHivefiromjobtojobwitlunabaualioR-ttze 
unit  or  move  fiota  unit  to  laiit,  ^  impact  of  this  raovnnent  is  calied  UabuteKe.  MUieaea^has 
shown  turbuleoce  of  8  to  10  peiee&t  per  month  in  units  ths*.  return  from  a  training  experience  at  a 
Combat  IVaining  Center  (CIC).  The  uiqject  of  this  tuibolence  is  Aat  the  unit  o^isalilities  that  are  built 
at  CTCs  are  n^pi^y  lost  and  the  greatmt  timning  value  of  the  CICs  is  for  individuais  rather  than  units. 
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training  readiness  and  to  reduce  the  time  it  takes  them  to  deploy  overseas  in  an 
emergency.  It  also  suggests  ways  to  use  simulation  and  computer-aided  instruction  to 
assist  in  training  RC  units  and  makes  an  initial  assessment  of  the  potential  impact  of  such 
training  on  improving  pre-mobilization  training  readiness  and  reducing  post-mobilization 
training  times.  Chapter  Vm  suggests  a  new  approach  to  using  distributed,  interactive 
simulation  to  improve  the  training  of  ARNG  battalion,  brigade,  and  division  staffs.^ 


s 


Chiqiter  vm  deacribes  hardware  and  software  solutions  to  the  new  Battle  Command  Staff  Training 
coneqH  developed  by  LTG  F.  D.  Brown  in  an  IDA  study  currently  underway.  IDA  paper, 
fordKoming. 


n.  TRAINING,  ORGANIZATIONAL,  AND  OPERATIONAL 
CONCEPTS  SUPPORTING  TODAY’S  FORCE 


Understanding  the  training,  organizational,  and  operational  concepts  that  both 
Services  operate  under  is  key  to  understanding  the  issues  addressed  in  this  study.  These 
concepts  affect  the  world  view  of  Service  leaders  and  affect  their  decisions.  This  chapter 
discusses  some  of  these  concqrts.  Parts  I  and  n  that  follow  this  chapter  are  designed  to 
be  consistent  with  the  Services'  training  and-  operational  concepts  while  it  suggests 
changes  in  their  organizational  concerts  that  are  intended  to  help  both  Services  adjust  to 
the  needs  of  d)e  post-Cold  War  world. 


A.  TRAINING  THEORY 

Since  the  Vietnam  War,  both  the  Army  and  the  Marine  Corps^  have  undergone  a 
reyoludon  in  their  approach  to  training  combat  units.  From  before  WWII  until  Portly 
after  the  Vietnam  War,  both  Services  provided  training  that  was  demonstrably  inadequate 
for  the  needs  of  combat  units.^  The  damadc  changes  in  trying  began  in  dte  1970s 
when  both  Services  recognized  that  something  had  to  be  done. 

The  use  of  rqietitive  tactical  engagen^nt  simulations  (TES)  in  field  training  has 
been  central  to  the  improvements  in  training.  Both  Services  have  research  showing  that 
combat  units  accomplish  more  missions,  sustain  fewer  casualties,  and  inflict  more 
casualties  when  they  conduct  repetitive  field  training  using  TES.  Evidence  fiom  237 
Army  platoon  battles  ctmducted  using  TES  oyer:  a  period  of  10  years  demonstrate  that 
the  odds  of  a  succeraful  attack  were  30  to  1  when  die  attacker  was  relatiyely  tetter  traine 
in  the  offense  tium  the  defender  was  trained  in  the  defen%.3 


leyels.  In  58  battles  conducted  !^  combine  aims  (con^any)  teams  of  equal  dze,"  the 


^  While  most  of  the  qtecific  xefereocei  are  to  Aiiny  txaining,  odr  informattoo  is  teat  Maii”^ 
tntedng  suffered  firom  mny  of  tee  same  pcdbleins  and  began  its  leytteitioa  at  sbcM  tene. 

2  Geiu  Paul  Gonnan  (Ret),  7)teSe(Ter(^Fitfiff«V2c(orjes,mAP-2653,Fteniary  1992. 

^  Itelaej.  Hart &Ro^ILSiteeea,*X3on)paring  Success  Rates  in  SimalatodCbinbat,''k>c.cit 
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teams  receiving  more  TES  training  had  a  15  to  1  greater  chance  of  successfully  attacking 
a  combined  arms  team  receiving  less  training."  In  428  battles  at  the  National  Training 
Center  (NTC)  where  the  opposition  force  (OPFOR)  was  always  considered  to  be  the 
better  trained  force  and  the  attacker  always  attacked  with  a  3  to  1  advantage,  "the  TES- 
trained  OPFOR  motorized  rifle  regiment  had  a  5  to  1  greater  chance  of  attacking  and 
defeating  a  less-well-trained  Army  (battalion)  task  force  than  the  Army  task  force  had  of 
successfully  attacking  and  defeating  an  OPFOR  unit"^ 

Today  the  Army  and  the  Marine  Corps  both  place  top  priority  on  using  TES  in  the 
field  and  in  computer  simulations.  The  Army  is  continuing  to  make  major  investments  in 
both  forms  of  TES.  Although  hard  evidence  is  scarce  on  the  impact  of  TES  in  computer- 
based  virtual  simulation,  the  Army  is  making  a  major  investment  in  the  CHose  Combat 
Tactical  Trainer  (CCTT)  for  training  heavy  forces. 

In  addition,  both  Services  conduct  performance-oriented  training  that  demands 
actual  performance  on  key  tasks.  Both  Services  focus  on  training  units  to  perform  tasks 
that  are  part  of  each  unit's  Mission  Essential  Task  List  (METL).  Most  units  have  a 
demanding  set  of  tasks  they  are  required  to  be  able  to  perform.  For  example,  the  Army 
manual  for  the  tank  and  mechanized  infantry  company  and  company/tcam  lists  7  distinct 
missions  and  55  tasks  that  could  be  part  of  the  unit's  METL.  Both  Services  call  for  units 
to  train  in  these  tasks  in  increasingly  difficult  conditions  such  as  day  and  night,  good  and 
bad  weather,  and  increasingly  difficult  terrain  and  competent  enemies.  And  they  both 
have  prescribed  minimum  acceptable  performance  standards  to  which  their  units  train  and 
against  which  a  unit's  performance  is  evaluated.^ 

Both  Services  recognize  that  training  readiness  varies  over  time.  Figure  1-1  is  a 
picture  of  the  Army's  view  of  this  phenomenon.^  It  shows  training  readiness  varying  as 
units  go  through  a  training  cycle  designed  to  sustain  some  level  of  proficiency.  The 
picture  compares  a  vision  of  the  traditional  training  strategy  that  arguably  allowed  units 
to  vary  greatly  in  their  training  readiness— peaking  at  major  training  events  and  implicitly 
dropping  to  unacceptable  levels  at  other  times — ^with  the  current  Army  strategy  that  calls 


*  CoL  Robert  H.  Sulzen,  "Winning  with  Tactical  Engagement  Simulation,"  Military  Review,  May  1987, 
pp.8-19. 

^  These  standards  are  both  objective  and  subjective.  Fex  example,  the  standards  for  a  tank^nfimtry  team 
attack  are,"  1.  Main  body  is  not  surprised  or  fixed;  2.  No  more  than  20%  casualUesm:  50%  vehicles 
lost;  3.  Accomplish  asrigneduiskwitiuncmnmander’s  intent;  4.  100%  enemy  KIA,POW  or  forced  to 
withdrew;  S.  No  firatricide." 

^  Army  Field  Manual,  Treiiung  the  Force,  FM  25-100. 
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for  sustaining  a  level  of  training  readiness  which  varies  only  marginally  and,  for  active 
component  forces  at  any  rate,  should  never  allow  a  unit  to  drop  below  a  minimum 
standard  of  training  readiness. 


CTC 

PROFICIB4CY  ROTATION 


Flgurt  n-l.  Tha  Ainiy’s  View  of  Tralnino  Raadlnm 


The  discussion  of  this  schetruitic  in  FM  25>100  describes  die  Army's  training 
strategy  as  intended  to  provide  training  in  key  skills  often  enough  "to  prevent  sldll  decay 
and  to  train  new  people."  However,  die  manual  does  not  describe  how  this  will  be 
accomplished  by  units  within  the  time  and  resoinoes  available,  while  adjusting  to  ^ic^ 
levels  of  personnel  turbulence,  and  whose  new  members  are  not  fully  trained  in  their 
individual  skills.  Nor  does  it  describe  the  meaning  of  .the ''Band  of  Excellence.**  Since 
outside  evaluations  of  unit  training  readiness  are  generally  made  only  during  prime 
training  events  such  as  at  a  Gornbat  Training  Center  (CTC)  or  formal  readiness 
evaluation,  it  is  difficult  to  denxxistrate  diat  the  current  stiategy  leads  to  less  fluctuation 
in  training  readiness  than  does  any  "traditional"  strategy. 

In  addition,  while  the  Combat  Training-Centers  provide  excellent  traming,  that 
training  does  not  necessarily  cover  all  the  taste  on  a  unit's  Missiem  Essential  Task  List 
Indeed  it  seems  likely  that  units  pr^aring  for  a  CTC  training  period  will  not  train  on 


n-3 


tasks  they  do  not  expect  to  be  coveted  during  their  CTC  rotationJ  As  a  result,  units  that 
may  be  well  trained  in  tasks  that  are  trained  at  the  CTC  may  be  untrained  in  other 
important  tasks.  The  high  level  of  turbulence  that  units  traditionally  suffer  upon 
returning  from  a  CTC  is  also  likely  to  reduce  unit  training  readiness  levels.^ 

Both  Services  recognize  that  combat  operations,  particulariy  combat  maneuver 
operations,  are  extremely  complex.  Accordingly,  both  have  established  systems  for 
conducting  formal  readiness  evaluations.  The  Anny's  system  is  called  the  Anny  Training 
and  Evaluation  Program  (ARTEP);  the  Marine  system  is  called  the  Marine  Corps  Combat 
Readiness  Evaluation  System  (MCCRES).  Both  systems  include  a  pass^ail  system,  for 
evaluating  a  unit’s  ability  to  perform  each  of  its  assigned  tasks.  Units  that  perform  to 
these  standards  are  declared  "trained"  and  units  that  do  not  are  "untrained  or  partially 
trained."  Both  Services  provide  evaluations  of  training  that  include  a  "trained-unirained" 
assessment  associated  with  specific  tasks,  but  the  evaluation  process  is  primarily  intended 
and  en^loyed  to  provide  diagnostic  feedback  that  will  enhance  and  reinforce  the  training 
experience.  Nevertheless,  the  ARIEP  and  the  MCCRES  do  give  each  Service  the  ability 
to  state  with  assurance  that  a  unit  has  demonstrated  a  capability  to  perfoim  its  mission- 
essential  tasks  to  a  minimum  acceptable  standard. 

There  are  four  main  problems  with  both  evaluation  systems: 

•  lliey  are  tied  to  performance  standards  that  lead  to  risk  averse  behavior,  i.e., 
the  “school  solution;” 

•  They  are  applied  infrequently  and,  because  of  personnel  turbulence,  represent 
an  accurate  picture  of  a  unif  s  capabilities  for  only  a  short  period  of  time; 

•  They  measure  only  minimiun  accq)table  capabilities;  and 

«  Hiey  are  only  partially  based  on  objective,  or  measurable,  standards. 

In  addititm  to  these  problems,  neither  Service  employs  its  training  evaluation 
system  to  compare  one  unit  with  another,  either  within  a  component  cr  across 
ccmiponents.  Both  Services  argue  that  cocqjarisons  of  units  are  inappropriate.  They 
further  argue  that  no  fair  comparison  can  be  made  because  the  METL  for  units  are 


^  Analysis  by  the  Anny  ReseaidilasdtDte  on  die  detmunants  of  combat  peifoniumce  indicates  that  tte 
most  socc^nhil  units  lend  to  be  those  that  limit  Mining  to  a  small  percentage  of  their  METL  tads. 
ARI  newsletter,  October,  1992. 

llw  Anny  mi^  demoostnae  the  effectiveaess  of  its  training  stnt^  by  returning  a  unit  to  the  NIC 
without  warning  some  3  to  6  months  after  it  completed  its  last  rotation  and  evaluating  the  chnges  in 
training  readinastlmt  occur  over  tlmtdme.  A  coniideie  evaluation  might  include  some  tadcs  that  were 
trained  at  the  CTC  and  some  that  were  not 
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further  argue  that  no  fair  comparison  can  be  made  because  the  METL  for  units  are 
different,  because  the  conditions  under  which  the  tasks  are  performed  are  different,  and 
because  the  standards  call  for  subjective  judgments  that  cannot  be  applied  evenly  from 
unit  to  unit  because  the  skills  and  focus  of  the  evaluators  vary  greatly. 

The  Army  also  makes  no  systematic  effort  to  evaluate  one  unit  against  another  in 
the  Army's  combat  training  centers,  such  as  the  National  Training  Center.  In  the  NTC 
where  tasks  and  evaluators  are  more  likely  to  be  consistent  over  time,  the  Army  varies 
conditions  in  order  to  provide  the  best  training  to  units,  depending  on  their  level  of 
training  when  they  arrive  at  NTC — thus  making  comparisons  invalid.  The  Army  also 
argues  that  comparison  of  units  would  reduce  the  training  value  of  the  experience.  The 
Army  does  have  data  that  would  allow  for  such  a  comparison.^ 

The  only  Service-wide  comparison  in  use  is  the  unit  readiness  report  that  assesses 
training  readiness  by  having  unit  commanders  subjectively  rate  their  unit's  capabilities  to 
perform  a  unit-specific  set  of  METL  tasks  and  estimate  the  additional  training  necessary 
to  be  prepared  for  combat 

The  net  result  of  current  practice  is  that  neither  Service  has  an  accepted  way  for 
making  comparisons  of  the  training  readiness  of  active  and  reserve  units.  Nor  do  they 
have  a  way  of  objectively  determining  the  time  or  resources  needed  to  improve  an 
untrained  unit  or  to  say  how  much  a  unit*s  training  readiness  could  be  inqnoved  with 
additional  training.^^  The  only  data  available  are  derived  from  the  experiences  during 
the  Gulf  War  mobilization  of  3  ARNG  brigades.  While  these  data  are  a  useful  historic 
example,  they  are  insufficient  to  provide  an  objective  way  to  compare  pre-invasion  AC 
and  RC  training  readiness  or  to  compare  post-invasion  AC  and  RC  training  experiences. 
Many  members  of  the  ARNG  consider  the  data  derived  firom  the  moUlization  of  the  three 


^  This  discussion  has  described  the  Army  and  Marine  Corps  qjproach  to  tactical  training  of  combat 
units.  It  does  not  describe  their  qiproach  to  gunnery  training.  Unit  performance  in  gunnery  is 
obj^vely  evaluated,  scores  axe  compared  across  units,  and  units  that  perform  well  are  rewarded. 
Training  standards  in  gunnery  are  rigorously  adhered  to  for  both  crews  and  platoons.  Gunnery  training 
involves  extensive  training  on  simulators,  such  as  the  Conduct  of  Rre  Trainer  (COFI),  followed  by 
training  on  gunnery  tables  with  fixed  conditions  and  on  which  performance  to  standard  is  carefully 
measnr^  Gnmiety  training  standards,  like  tactical  training  itanduds,  are  set  to  a  minimum  acceptable 
level— Table  vni— but  die  gunnety  training  and  evaluation  system  does  allow  for  measurement  of 
performance  diat  gready  exceeds  those  minimum  standards.  Gunnery  simulators  provide  one  of  the 
best  ways  for  evaluating  master  level  performance. 

When  reading  evaluatioosttf  both  active  and  reserve  component  units  and  discussing  the  issues  with 
experts,  the  IDA  analysts  have  been  struck  by  the  similarity  of  die  comments  regarding  the  problems  of 
both  active  and  reserve  units. 


ARNG  brigades  as  biased  and  unieliable.  Atnong  the  factors  that  lead  to  this  judgment 
are: 

•  The  standards  for  deployment  were  changed  from  C-3  to  C-l  without 
warning. 

•  The  units  were  put  into  a  “lock-step”  training  program  unrelated  to  pre¬ 
mobilization  plans  on  training. 

.  •  There  was  little  or  no  “evaluation”  until  the  end  of  the  training  process. 

•  Many  training  events  were  required,  regardless  of  the  demonstrated 
competence  of  the  units. 

•  The  post-mobilization  training  was  conducted  by  active  component  personnel 
unfamiliar  with  the  units  or  their  capabilities. 

It  is  a  fact  that  during  the  mobilization  for  Operation  Desert  Shield,  active 
component  units  were  assumed  to  be  ready  for  deployment  and  reserve  component  units 
were  required  to  demonstrate  tiiat  they  were  ready.  During  the  mobilization,  both  the 
Anny  and  the  htorine  Corps  found  themselves  conducting  ad  hoc  evaluations  of  the 
training  readiness  of  the  RC  combat  maneuver  units  they  mobilized  and  then  developing 
ad  hoc  plans  for  post-mobilization  training.  The  Marines  provided  minimal  training  for 
their  RC  combat  units  and  then  deployed  them.  The  Army  changed  its  policy  that  had 
called  for  combat  units  to  be  deployed  when  they  met  C-3  standards  and  required  them  to 
meet  C-l  standards  before  deployment  Given  this  change  in  policy,  the  Army  then  had 
to  develop  a  plan  for  training  the  ARNG  units  to  the  new  standard.  After  reviewing  the 
experiences  of  RC  units  in  both  Services,  it  appears  that  determinations  of  training  needs 
can  be  a  function  of  the  need  a  Servi^  has  for  the  unit  in  question  as  much  as  it  might  be 
a  function  of  an  objective  measure  of  a  unit's  training  rcadiness.ii 

Both  Services  are  working  to  improve  their  training  and  evaluation  systems.  The 
Army  has  a  number  of  programs  under  way  to  identify  the  training  that  its  units  need  to 
undergo  in  order  to  be  competent  in  a  range  of  common  tasks  (this  program  is  known  as 
the  Combined  Arms  Training  Strategy  (CATS)).  The  Army  also  has  programs  to 


“  In  planning  for  a  worldwide  war  with  the  Soviet  Union,  for  example,  plans  called  for  reserve 
^nponmt  ^ts  to  tram  until  the  time  came  for  them  to  dqiloy—less  thm  60  days  for  moist  RC 
biigato  a^  e^  some  divisioos.  In  the  Gulf  War,  the  Marines  had  spectBc  ne^  for  their  RC 


^  lounccuiie  ^  RC  tttilkry  brigades  and  deployed  them  nqridly  so  the  combat  thcatero 

met  a  high  trauung  standard  before  validatmg  diem  for  overseas  deployment. 


improve  the  training  readiness  of  reserve  units  (these  programs  are  collectively  addressed 
under  the  title  "Bold  Shift")  and  to  develop  a  way  of  providing  an  objective  comparison 
of  the  training  readiness  of  like  units  regardless  of  their  component  (this  program  is 
known  as  Operational  Readiness  Exercise  (ORE)).^^ 

The  Marines  also  are  working  on  a  number  of  initiatives  to  improve  tniining 
readiness.  They  are  developing  a  "Mission  Essential  Training  Strategy"  that  will  identify 
specific  training  needs  of  Marine  units.  They  also  are  making  changes  in  the  Selected 
Maxine  Corps  Reserve  to  improve  its  training  readiness. 

If  these  programs  are  successful,  both  Services  should  have  benCT  trained  units, 
they  should  know  that  they  are  better  trained,  and  they  should  be  able  to  differentiate 
between  units  based  on  their  training  readiness.  These  are  ambitious  goals  and  success  is 
not  assured.  Even  with  these  improvements  in  training,  a  number  of  problems  will 
remain: 

•  Neither  the  Army  nor  the  Marine  Corps  will  know  if  there  is  a  practical  limit 
to  improving  training  readiness  or  for  saying  how  good  a  unit  can  be. 

•  Neither  Service  is  likely  to  be  able  to  set  a  training  goal  beyond  die  minimum 
acceptable  level. 

•  Neither  will  have  a  theory  for  descrilnng  the  impact  of  different  levels  of 
training  readiness  on  succ^sful  implementation  of  Army  AirLand  Operations 
or  Miuine  maneuver  warfare  doctrine. 

•  Neither  will  have  a  theoretical  basis  for  determining  if  the  new  concqits  and 
changes  in  policy  and  organization  described  in  Parts  I  and  n  below  will 
improve  their  training  readiness  or  decrease  their  post-mobilization 
deployment  times. 

B.  ORGANIZATIONAL  AND  OPERATIONAL  CONCEPTS 

The  Army  and  Marine  Corps  today  are  undergoing  dramatic  changes  due  to  the 
end  of  the  Cold  War.  The  nature  of  many  of  those  changes  is  still  to  be  determined. 
Many  changes  will  involve  reductions  in  the  size  of  the  active  and  reserve  components  of 
both  Services.  No  dramatic  new  organizational  or  management  changes  are  visible  at  this 
time.  The  organizational  and  operational  concepts  that  are  particularly  important  to  this 


Evidence  to  dais  ORE  focuses  moie  on  input  than  oo^t  or  perfonnanceineast&es. 


study  are  listed  below.  The  key  elements  and  the  importance  of  each  concept  are 
described. 

1.  Maneuver  Warfare 

Although  both  Services  have  changed  their  operational  concept  from  attrition  or 
linear  warfare  to  maneuver  warfare,  neither  Service  has  changed  its  organization  or  its 
personnel  management  system  in  any  major  way  to  align  with  the  change.  Both  Services 
expect  all  combat  units  to  meet  the  same  minimum  acceptable  standards.  Both  retain  the 
traditional  hierarchical  structure.  Neither  has  specifically  recognized  a  need  to  have  some 
units  that  are  trained  to  much  higher  standards  at  the  point  of  nudn  effort  This  study 
describes  ways  to  improve  the  training  readiness  of  some  units  significantly.  It  also 
argues  that  not  all  AC  or  RC  units  need  to  meet  the  same  standards. 

2.  Total  Quality  Management 

Both  Services  have  adopted  the  concept  of  Total  Quality  Management  for 
managing  their  peacetime  activities.  TQM  can  be  described  as  the  peacetime  equivalent 
of  maneuver  warfare.  Both  Services  sedt  to  loosen  the  hierarchical  bounds  of  existing 
management  structures  and  to  empower  the  lower  levels  of  the  organization  to  make  dieir 
own  decisions.  As  in  maneuver  warfare,  neidier  Service  has  realized  the  full  mq>licatic»is 
of  TQM.  For  exanqile,  neither  Service  has  yet  decentralized  the  persmmel  system  or 
elinunated  the  "zero  defects"  qtproach  to  the  management  of  combat  units.  This  study 
suggests  a  TQM  approach  to  persmmel  management 

3.  Individual  Replacement  System 

Both  Services  base  primary  reliance  on  an  individual  replacement  system  in  peace 
and  war.  Commanders  and  personnel  managers  appear  to  be  more  concerned  about 
"equity"  for  individuals  than  for  units.  In  Korea  end  Vietnam,  they  supplied  a  12-15 
month  tour  de^ite  the  impact  it  had  the  war-fighting  capabilities  of  units.  In  die  Gulf 
War,  the  Aroty  made  an  ad  hoc  effort  to  use  crew  replacement  rather  than  individual 
replacement  The  Marine  Corps  planned  to  use  individual  replacements.  Althou^bodi 
Services  have  often  acknpwled^  the  damage  to  units  diat  is  caused  by  the  current 
system,  they  have  allowed  it  to  ctmtinue  in  most  instances  in  bodi  peace  and  war.  This 
study  propt^  tV  -  rlimination  of  the  major  dements  of  this  tystem. 


4.  Overseas  Deployments 


Planning  for  overseas  deployments  has  dominated  the  personnel  and  training 
systems  in  both  Services.  As  overseas  deployments  decline,  the  impact  on  personnel  and 
training  should  decline.  This  study  proposes  that  overseas  deployments  be  supported  by 
unit  rotation. 
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PARTn 

R]ESER\^  CQI^O^^ 

CHAPTER  Vn  ENHANCING  R^ERVE  READINESS  AND  I^UCING 
DEPLQYME^  tiMK 

CHAPTI^  VHI  raeW  TO  USING  SIMULATION  FOR 

TRAINING 


m  ENHANCING  RESERVE  READINESS  AND 
REDUCING  DEPLOYMENT  TIMES 

A  INTRODUCTION 

Determining  the  appropriate  mix  of  active  and  reserve  forces  to  meet  the  military 
requirements  of  the  United  States  requires  us  to  con^q*  not  tmly  the  readiness  and  po^- 
mobilizati(Mi  deployment  times  of  reserve  units  today,  but  also  the  possibUity  that 
changes  can  be^made  to  enhance  their  readiness  t)r  otherwise  reduce  their,  deployment 
times  in  the  future.  If  we  are  able  to  maintain  reserve  units  at  higher  levels  of  peacetime 
readiness,  to  improve  our  ability  to  train  reserve  units  fpUowing  mobilization,  or  to 
reduce  other  impediments  to  their  deployment,  then  it  will  be-possible  to  dq)loy  them 
more  quickly.  With  more  T2q)id  deployment  times,  reserve  units  might  be  able  to  meet 
more  of  the  requir^nts  of  the  scenarios  that  form  the  b^s  of  force  structure  planning. 
Less  post-mobilization  admini-strative  and  training  time  might  allow  reserves  to  handle 
scenarios  that  would  otherwise  be  infeasible  fcr  them.  This  would  allow  reserves  to  be  a 
larger  part  of  the  mix  of  fences.  Because  of  the  cost  advantage  reserve  forces  generally 
enjoy  relative  to  active  forces,  we  could  save  money  without  sacrificing  critical 
capability. 

This  chapter  discusses  a  varied  of  mechanisms  by  which  reserve  training 
readiness  could  be  enhanced  and  overall  post-molnlizatipn  dq^loyment  tiws  could  be 
reduced.  Because  of  the  Services'  inability  to  ineasure  unit  readiness  or  rdate  policy 
options  to  expected  levels  of  readiness  in  a  quantitative  fashim,  it  is.  graeraUy  in^tossible 
to  develop  analytically  based  estimates  of  how  policy  changes  would  affect  the  required 
post-tnolniization  training  time  of  reserve  units.  In  one  particular  case  (greater  use  pf 
simulator  technology  in  ^e  training  pf  Army  Natimul  Guard  armor  units),  tmwever,  an 
estimate  of  how  much  it  might  be  possible  to  reduce  post-mobilization  train-up  time  is 
provided.  While  this  estimate  is  necessarily  quite  inqneci^  it  is  cpnsistqtt  with  the 
notipn  that  modifications  in  RC  management  policies  and  training  practices  could 
significantly  reduce  post-mpitilization  deployment  tiroes. 
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B.  FACTORS  THAT  INFLUENCE  READINESS  IN  THE  RC 


Table  VII-l  illustrates  the  point  that  there  is  considerable  variation  in  the 
readiness  of  RC  units  to  deploy.  The  infonnation  in  the  table  comes  from  several  sources 
such  as  questionnaires  that  were  sent  to  each  of  the  units  and  discussions  with  the 
leadership  of  the  units.  The  data  are  not  entirely  consistent  across  units.  For  example, 
the  "Days  to  Deploy"  is  the  unit  commander's  estimate,  except  in  the  case  of  the  20th 
SFG  and  the  48th  Brigade  where  deployment  times  have  been  validated  by  the  AC.  The 
entry  for  "%  Full  Time  Support"  does  not  include  the  full  time  support  associated  with 
equipment  maintenance.  All  units  but  one  claimed  39  days  per  year  of  unit  level  training 
plus  additional  training  for  pilots,  officers,  and  some  NCOs.  Entries  in  the  column, 
"Mission  related  to  AC"  are  provided  by  the  reserve  units.  LMI  provided  some  of  the 
data  on  the  extent  of  MOS  mismatches  and  on  the  amount  of  full  time  support. 


Table  VIM .  Readiness  and  Other  Characteristics  of  Some  Reserve  Units 


UNIT 

Days to 
Deploy 

Level 

ofOrg. 

%FTS 

Res/ 

Act 

%  Prior 
Service 

Peacetime 

Training 

di^a/yr. 

Mission 

rei.to 

AC 

%MOS 

Mismatch 

1/174  Fighter 

3 

Sqtradron 

8/0 

68 

53-pik}tS 

39  unit 

Less 

0 

1/168  Aviation 

45 

Battafion 

6/0 

51 

53-pilots 

39  unit 

Same 

15 

1/20lhSFG 

(25%overstr) 

7-45 

BattaKon 

7/0 

35 

70+ Off 
&NCO 

Same 

15 

1/25  Marines 

1 

20 

> 

Battafon 

1/5 

ioo-o« 

0-PvtS. 

39  ail 

Same 

9 

1/142  Aitlllecy 

18-21 

Brigade 

11/0 

7 

70  Off 

56  unit 

Less 

6 

48th  Brigade 

90 

Brigade 

4/0 

13 

59  Off 

39  unit 

Same 

26 

1*1G8  Armor 
48th  Bde 

30 

BattaGon 

4/0 

27 

57  Off 

39  unit 

Same 

14 

Several  factors  appear  to  be  associated  with  more  rapid  deployment: 

•  Units  that  can  deploy  with  less  post  molnlization  training  tend  to  have  nxve 
full  time  support,  more  prior'Service  personnel,  and  a  higher  level  of 
peacetime  operating  tempo  than  do  other  units. 

•  They  tend  to  be  smaller  and,  as  in  special  ftnces  and  aviation  units,  they  tend 
to  be  units  in  which  individual  and  team-level  skills  are  most  important 
compared  to  inter-unit  coordination  skills. 

•  They  seem  to  be  assigned  less  demanding  missions  than  conq)arable  active 
units. 

It  is  not  always  possible  to  discern  in  the  table  the  relationships  that  one  might 
expect  For  exan^le,  there  is  at  most  a  very  weak  relationship  between  the  number  d 
days  to  deployment  and  the  extent  of  MOS  mismatch  (though  we  still  believe  that  such  a 
relationship  exists). 

C.  POSSIBLE  WAYS  TO  REDUCE  DEPLOYMENT  TIMES 

Our  analysis  reveals  dx  major  ways  in  which  post-moltilization  deployment  times 
for  ARNG  combat  maneuver  units  can  be  reduced: 

•  reduce  the  number  and  difficulty  of  the  tasks  reserve  units  are  expected  to  be 
able  to  cany  out; 

•  mqnove  the  skill  levels  of  personnel  serving  in  reserve  units; 

•  provide  additional  training  time; 

•  use  more  effective  training  techniques; 

•  reduce  administrative  impediments  to  effective  nootnlization; 

«  train  in  the  combat  tiieater. 

Policy  initiatives  that  fall  into  each  of  these  categories  are  discus  ied  in  turn.  It 
should  be  borne  in  mind  that  the  kinds  of  initiatives  discussed  here  are  not  only  relevant 
to  units  that  fail  to  meet  specified  readiness  standards;  all  units  can  use  these  initiatives  to 
reduce  their  post-mobilization  time. 

1.  Reduce  The  Number.and  Difficulty  of  Required  Tasks 

Plan  to  deploy  smaller,  lower-echdtHi  units.  This  would  eliminate  some  of  the 
burden  of  training  complex,  high-level  synchronization  tasks.  In  general,  the  lower  the 
level  of  the  unit,  the  fewer  and  the  less  conplex  are  the  mission-essential  tasks  facing  the 
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unit  Companies  have  a  less  complex  Mission  Essential  Task  List  (METL)  than  do 
battalions  and  battalions  have  a  less  complex  METL  than  do  brigades.  For  example,  in 
an  independent  brigade  such  as  the  ARNG  roundout  and  roundup  brigades,  the  maneuver 
battalions  have  a  primary  responsibility  of  managing  the  maneuver  of  three  or  four 
company/teams  of  tanks  and  infantry  fighting  vehicles  in  the  battalion.  The  brigade,  on 
the  other  hand,  must  manage  the  maneuver  of  the  battalions  and  also  of  the  other 
disparate  units.  The  brigade  must  also  integrate  that  function  with  all  the  other  functions, 
particularly  the  fire  support,  air  defense,  command  and  control,  intelligence,  and  combat 
service  support  functions. 

Because  of  their  less  complex  METLs,  total  pre-mob  and  post-mob  training  time 
would  be  reduced  if  plans  were  made  to  deploy  lower  echelon  units,  such  as  battalions 
instead  of  brigades  or  brigades  instep  of  divisions.  There  are  two  alternative  ways  of 
implementing  such  a  decision.  First,  given  the  uncertainties  of  future  crises  and  the 
current  emphasis  on  assuring  the  readiness  of  crews,  platoons,  and  companies  during  pre¬ 
mob  training,  reserve  units  could  be  assigned  a  dual  mission.  Reserve  units  could  be 
directed  to  prepare  for  deploying  lower  echelon  units  in  a  short  warning,  rapid 
deployment  crisis  and  to  prepare  to  deploy  as  a  larger  unit  in  a  crisis  that  had  longer 
warning  or  a  less  denumding  deployment  schedule.  Such  a  decision  would  provide  for 
maximum  fiexibiliQr  and  is  consistent  with  current  training  philosophy. 

Alternatively,  plans  could  be  made  for  deploying  only  battalions  and  companies. 
This  is  the  approach  the  Marine  Corps  uses.  The  higher  headquarters  units  could  be 
assigned  the  job  of  managing  training  and  administration,  or  they  could  be  eliminated. 
Since  someone  has  to  train  and  administer  these  units,  it  probably  would  be  appropnate  to 
maintain  the  higher  headquarters  to  manage  these  jobs.  Following  the  deployment  of  the 
lower  echelon  units,  the  higher  headquarters  could  be  used  as  the  nucleus  of  new  units  or 
their  personnel  could  be  used  to  meet  otiier  needs. 

Train  to  spedfic,  but  more  limited  METL&  Reviews  of  reserve  units'  Mission 
Essential  Task  Lists  indicate  that  they  ^ically  include  the  same  missions  as  the  active 
units  plus  tasks  associated  vtith  mobilization.  The  alternative  to  these  very  demanding 
METLs  is  to  assign  fewer  tasks.  Such  a  decision  would  be  consistent  with  the  Army's 
manual  on  "Training  the  Force”  which  states,  "Recognizing  the  linuted  training  time 
available  to  RC  units  during  peacetime,  wartime  commanders  assign  missiems  that  are  as 
specific  as  possible.  Mission  specificity  limits  the  range  of  possible  RC 
mission-essential  tasks  and  allows  the  RC  to  achieve  Army  standards  on  each  training 
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task."^  Training  to  a  more  limited  METL  also  would  be  consistent  with  the  Army's 
AirLand  Operations  Doctrine  which  calls  for  very  capable  units  at  the  point  of  main 
effort,  but  also  allows  for  units  of  lesser  capabilities  for  missions  that  are  less  demanding. 
This  practice  is  followed  by  the  most  successful  AC  brigades  that  attend  the  NTC  who 
train  to  a  limited  number  of  tasks.^ 

This  approach  also  would  be  consistent  with  the  experience  in  the  Gulf  War  in 
which  the  AC  units  in  Saudi  Arabia  and  the  mobilized  brigades  in  CONUS  trained  in  a 
limited  number  of  METL  tasks.  That  ARNG  brigades  trained  in  less  demanding  METL 
tasks  could  have  been  used  effectively  in  the  Gulf  War  has  been  attested  to  by  the  former 
G3  of  the  First  Armor  Division,  who  argues, 

"The  presence  in  theater  of  the  roundout  brigades  in  a  reinforcing  role 
would  also  have  increased  the  CENCs  and  the  Army  Commander's  options 
and  maneuver  flexibility.  They  would  have  been  available  to  secure 
forward  deployed  army  and  corps-level  supply  dun^s,  critical  lines  of 
communication^  and  conduct  forward  defense  along  the  Saudi-Iraqi  border 
in  both  the  Vn  and  XVm  Corps'  areas  of  operation.  As  heavy  maneuver 
forces,  tlie  roundout  brigades  would  have  teen  most  valuable  to  boUt  die 
vn  and  XVm  Corps  commanders  during  the  ground  phase  of  Desert 
Storm,  ensuring  securiQr  for  LOCs  that  extended  between  15(M00  kms 
into  Iraq."3 


Reorganize  to  provide  simpler  units.  The  independent  brigades  in  the  ARNG 
are  complex  units  with  many  different  kinds  of  sub-units.  This  organization  leads  to 
complex  and  demanding  METLs.  It  h  possible  to  organize  simpler  reserve  units  and  to 
look  to  the  active  parent  unit  to  provide  the  skills  needed  to  synchronize  the  efforts  of 
different  kinds  of  units.  The  roundup/roundout  brigades  have  infantry  and  armor 
maneuver  battalions,  an  ardliery  battalion,  a  forward  support  battalion,  an  armored 
cavalry  troop,  plus  air  defense,  engineers,  signal  and  other  capabilities.  These  brigades 
are  to  join  active  divisions  and  could  be  organized  as  divisional  brigades  with  just  armor 
and  infantry  battalions.  The  other  units  could  also  remain  in  the  reserves,  but  the 
responsibility  for  managing  them  would  be  given  to  the  active  division.  This  would 
reduce  the  peacetime  demands  on  the  brigade  staff  which  should  have  more  time  to  assist 
in  the  training  of  the  maneuver  units  and  in  its  own  battle  staff  training.  The  brigade  staff 


^  FM  25-100,  Tramng  The  Force,  November  1988,  p.  2*5. 

2  Preliminary  findings  of  an  ARI  study  oo  *1110  Detenninaiits  of  Unit  Ferfonnance.'' 

^  CoL  Thomas  J.  Strauss,  The  Rote  cf  the  US.  Ante’s  National  Guard  Roundup  and  Roundout  Brigades 
in  Force  Reconstitution,  IJ.S.  Army  War  College,  CariisleBatradcs,  PA,  1992,p29. 
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would  still  have  the  wartime  responsibility  for  opmting  as  a  divisional  brig^e  wd  for 
operating  all  of  its  battlefield  operating  systems.  ^  ^  _ _ 

2.  Improve  The  Skill  Level  of  Personnd 

Fully  train  noh-prior«service  soldiers.  The  majority  of  soldiers  who  complete 
initial  entry  traming>(IET)  are  not  fully  trained  in  the  jobs  they  will  be  expect  to  do 
when  they  arrive  in  their  units.  Tl^  is  accq)talble  in  the  active  component  becaui^  there 
is  time  to  ti^  these  individmd  skills  in  Ae  unit  It  is  unaccq)table  in  reserve  component 
units  because  they  dp  not  have.the  tnuning  time  available.  Failure  to  fully  trm  reserve 
soldiers  in  initial  entry.training  me^  that  most-will  never  catch  up. 

Special  provisions  could  be  made  to  train  reserve  pe^nnel  either  at  their  lET 
school  or  at  a  reserve  school  to  assure  their  ability  to  pc^cnn  Aeir  jobs  when  Aey  arrive 
at  their  units.  The  potential  impact  of  this  provisira  would  be  to  reduce  the  amount  of 
individual  paining  that  is  necessary  in*  the  reserve  tmit.  Special  provisions  might  be 
made,  for  exarnple,  to  fully  Pain  tank  m*  APG  crewmen  as  part  of  ^their  lET;  If  they  could 
be  trained  as  full  crews,  so  much  the  better. 

The  Marine  Corps  fully  trruns  its  infantrymen  in  iititial  entry  skills  bcfore.&ey 
arrive  at  their  units.  This  training  Pdces  22  we^lcs.  The  .  Army,  on  the  oA*^  band, 
provides  its  infantrynien  less  titan  the  full  invento^  ptsldHs  they  need  in  14  wc«ks  of 
initial  entry  training,  ^s  8-wedc  diffaence,--4(H-  training  days, -equals  at  leasttiie  first 
year  of  service  (39  days  of  training)  for  an  ARNG  infanttyman. 

Increase  the  fractipa  prior>serviM  pmoRnd.  Many  reserve  units  have.few 
members  Ptith  experience  in  the  active  epn^pbnent  This  is  especially  true  for  those.who 
have  teachedmote  senior  levels  in  the  active  force.  Increasing  the  fractimi  of  priorr 
service  personnel  could  increase  the  level  of  unit  readiness  reganlless  of  the  training 
strategy  arul  training  titne  aviulable  and  ro  the  extra  benefit  of  reducing  MOS 
mismatches.' 

Although  the  reserves  recruit  pri(»>s^ce  personhel  aggressively,  there  have 
been  difficulties  in  recruiting  senior  personnel  and  in  recruiting  tiiose  wi^^  tite  proper 
MOS.  The  problem  with  tnow  senior  personnel  is  that  reserve  units  are  genoally^My. 
naanned  at  the  senior  ranks  and  do  not  have  rpoPi.  Moreover,  titere  is  a  nappal  tepdency 
to  prefer  people  who  are  Impwn  over  people  w1k>  are  unknown,  pariicularly  becaure 
many  pints  hayp  had  tire  mcperience  of  enlistteg  a  person  whp.turned  <mtnot  te  luiye  the< 
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capabilities  and  skills  they  anticipated.  The  problems  with  MOS  mismatch  arise  because 
feserve.units  are.geographicaliy.oiientM  and  it  is  often  difficult  to  recruit  people  with  the 
right  skills  in  the  right  geographic  area. 

There  are  a  number  of  different  ways  to  overcome  these  problems. 

•  To  increase  the  number  of  senior  prior-service  personnel^  allow  resq^re  units 
to  maintain  these  senior  priOT-service  personnel,  office,  and  sergeants  in  an 
overstrength  status  for  1  or  2  years  to  allow  them  to  become  known  to  the 
unit,  to  demonstrate  their  skills  and  abilities,  and  to  compete  for  openings  as 
they  arise  in  the  units.  If  commanders  are  seriously  motivated  to  train  their 
units  to  standards,  they  will  be  motivated  to  select  and  promote  the  most 
qualified  personnel. 

•  To  increase  the  number  of  prior-service  officers,  require  that  individuals 
spend  some  time  in  the  active  component  before  they  join  the  reseive 
conqwhent  as  an  officer.  The  Marine  Cc^s  Reserve  accq)ts  mily  officers 
with  prior  active  service  as  an  officer,  for  Example.  Similarly,  Army  units 
with  special  readiness  needs  could  be  required  to  use  only  personnel  who  had 
relevant  prior  active  service. 

•  It  should  be  possible  to  enhance  the  MOS  match  of  prior-service  personnel 
by  making  provisions  for  them  to  attend  the  appropriate  MOS  schools 
immediately  before  separqion  when  they  have  made  a  conunitment  to  join  a 
reserve  unit 

R^uce  MOS  mismatches  by  developing  distributed,  decentralized  training 
courses  that  can  be  delivered  via  paper,  emnputer,  videodisc,  CD-ROM,  video,  etc.  to 
counterust  the  inability  of  RC  personnel  to  make  large  blocks  of  time  avtdlable  for 
traditicmal  schooling. 

Reduce  turbulence  or  inci:ease  stability  in  units  by  allowing  more  flexible 
assignment  and  training  policies. 

•  Recognize  that  moves  associated  .with  civil  life  will  often  take  soldiers 
t^od  in  key  skills  m  far  fiom  their  units  that  regular  participation  in 
training  will  be  difficult.  Allow  some  soldiers  to  remain  in  their  units  as  long 
as  they  continue  to  train  with  the  units  on  annual  training  and  periodically 
(say,  c^e  a  quarter)  at  weekend  training.  For  the  rest  of  their  drills,  they 
could  perform  individual  training  and  wlm^tratitHi  at  local  armories.  Such 
a  policy  would  only  be  appropriate  for  soldiers  with  key  sldUs  who  are  not 
necessary  at  all  Unit  Training  Assemblies,  e.g.,  mechanics,  radio/radar 
repairmen. 
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•  Current  personnel  practices,  many  of  which  are  based  on  AC  concepts, 
militate  against  efforts  to  build  crew  and  unit  stability  and  cohesion  in  the 
RC.  Promotion  and  other  policies  that  force  the  most  capable  and  ambitious 
soldiers  and  officers  to  leave  positions  for  which  they  are  qualified  and  enter 
positions  for  which  they  are  relatively  unqualified  should  be  changed. 
Policies  should  allow  individuals  to  remain  in  a  position  for  long  periods  of 
time.  Incentive  pays  should  be  provided  for  key  positions  and  for  individuals 
who  demonstrate  special  skills. 

Retain  a  link  between  units  and  fully  trained  soldiers  even  when  these 
soldiers  leave  the  unit  to  enter  the  IRR.  Fully  trained  soldiers  who  are  unable  to 
continue  to  participate  in  unit  activities  and  who  still  have  an  obligation  remaining  can  be 
kept  in  SRA  status  or  in  the  IRR  with  orders  returning  them  to  their  old  unit,  if  the  unit 
wants  to  keep  them.  This  assignment  can  be  maintained  for  a  year  or  so  until  the  soldier 
returns  to  his  unit,  affiliates  with  a  new  unit,  or  his  skills  attenuate.  A  change  in  Inactive 
National  Guard  (ING)  policies  might  accomplish  the  same  goal  for  the  ARNG. 

3.  Provide  More  Training  Time 

Reduce  the  amount  of  time  drilling  reservists  spend  on  administration. 
Increase  the  number  of  full  time  support  personnel  available  to  perform  administrative 
tasks,  or  simplify  the  tasks  themselves.  Many  key  reserve  personnel,  including 
commanders,  must  spend  a  great  amount  of  time  performing  administrative  tasks.^  These 
people  could  spend  their  time  more  effectively  in  conducting  training  or  participating  in 
training  if  there  were  more  full  time  support  personnel  to  perform  more  of  the  existing 
administrative  tasks.  It  may  also  be  possible  to  reduce  the  administrative  load  by 
simplifying  the  system  itself.  For  exanqsle,  the  pay  system  in  the  Army’s  reserve 
components  seems  to  place  an  unnecessarily  heavy  burden  on  unit  personnel. 

Provide  enough  full  time  peretmnd  that  units  am  effectively  train  full  time. 
Air  Force  reserve  units,  for  example,  have  about  30  %  full  time  personnel,  including 
many  commanders  and/or  deputy  commanders.  This  allows  them  to  train  their  part  time 
pilots  and  other  key  personnel  continuously  and  helps  to  lead  to  very  high  readiness. 
Navy  reserve  ships  are  manned  at  about  60  to  70  %  and  have  a  full  time  commander  or 


*  One  way  to  reduce  the  bunkn  of  administrative  tasks  is  to  decrease  their  impoitancerelaUve  to  success 

in  training. 
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executive  officer.  They  operate  in  support  of  the  fleet  during  the  week  and  train  their 
le^rve  crew  members  on  weekends. 

The  ARNG  could  use  more  full  time  support  to  allow  individuals,  crews,  and 
small  units  to  train  at  non-traditional  times  such  as  during  the  week  or  in  the  evenings. 
Small  changes,  such  as  providing  more  support  personnel  for  simulator  training,  would 
likely  pay  big  training  dividends. 

Proidde  additirmal  training  to  RC  personnel.  More  peacetime  training  would 
reduce  the  requirement  for  post-mobUizadon  training.  Additional  training  could  be 
provided  for  entire  units  or  for  key  unit  members.  While  it  may  be  difficult  and 
disruptive  to  demand  that  entire  units  conduct  more  than  39  days  of  training  per  year,  it  is 
easier  for  key  personnel  to  train  mme.  Aviation  units,  for  example,  provide  additional 
training  for  their  part'time  pilots  and  some  key  operations  and  maintenance  personnel. 
Some  provisions  are  already  made  to  provide  additional  training  for  armor  vehicle 
crewmen,^  but  the  limited  number  of  simulators  and  trainers  prevents  tiie  full  use  of  this 
training  time. 

New  simulators  and  adequate  personnel  to  support  them  could  significantly 
enhance  the  training  level  of  individual  crews  and  platoons.  Similar  provisions  could  be 
made  for  providing  additional  training  for  battle  staffs  (see  Chapter  Vni)>  New  personnel 
might  be  required  to  cominit  to  more  training  time,  at  least  in  the  &st  few  years  of  their 
service  when  they  need  to  build  both  their  individual  and  collective  skills. 

Create  new  reserve  organizati(»is  that  allow  for  more  training  time.  A 
college-based  system,  for  example,  could  provide  the  opportuni^  to  give  units  as  many 
as  60  days  of  annual  training  during  the  summer.  This  system  could  be  integrated  with 
existing  programs,  such  as  the  ARNG  Dual  Membership  Program,  ROTC,  and  the  Army 
College  Fund.  The  members  of  a  college-based  unit  could  be  ARNG  members  who  are 
also  college  students,  school  or  other  employees  who  have  their  summers  &ee,  prior- 
service  soldiers  who  go  to  college  following  their  active  service,  and  ROTC  cadets  and 
staff.  Hiese  units  could  even  include  special  enlistment  categories,  such  as  soldiera  who 
train  for  1  year  on  active  duQr  and  then  remain  in  a  special  reserve  unit  for  tiie  following  4 
years  while  they  attend  college.  These  units  would  be  designed  in  ways  to  reduce 
turbulence  and  would  obtain  about  60  days  of  intensive  field  training  each  year.  The  type 


^  Anncxcrewnunaieaathorizedl2a(V}itioaaI4-lKmrbk)cksoftraiiunctiinefortniningmdieCk)^^ 
ofFirelVrincr. 
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of  soldiers  involved  and  the  amount  of  training  provided  should  mean  that  such  units 
would  be  capable  of  rapid  mobilization  and  deployment 

Implement  new  training  schedules  that  allow  for  more  elective  annual 
training.  There  is  a  consensus  that  annual  training  is  much  more  effective  than  is 
weekend  training.  The  former  Adjutant  General  of  the  New  York  National  Guard 
compared  the  two  by  saying,  "Annual  training  is  half  as  long  but  provides  twice  the 
training."®  For  many  units,  however,  the  15  days  of  annual  training  provide  insufficient 
time  An  alternative  way  to  provide  more  effective  training  within  the  same  39  days  has 
been  suggested  by  the  commander  of  the  48th  Infantry  Brigade.  His  suggestion  is  to 
combine  annual  training  and  weekend  training.  For  example,  a  combination  of  three  5- 
day  annual  training  periods  with  a  2-day  weekend  training  period. on  each  end  would 
provide  three  9-day  annual  training  periods.  This  approach  would  use  all  IS  days  of 
annual  training  and  half  of  the  weekend  training  time.  The  other  half  of  the  weekend 
training,  24  drills  or  12  days,  could  be  spaced  over  the  rest  of  the  year.  The  major 
disadvantage  of  this  approach  would  be  that  unit  members  would  be  required  to  give  up  3 
weeks  in  their  regular  jobs  or  with  their  fanodlies  rather  than  the  2  weeks  that  they 
normally  devote  to  annual  training.  On  the  other  hand,  they  would  only  be  gone  from 
their  weekday  jobs  for  a  week  at  a  time.  This  approach  would  provide  the  equivalent  of 
27  days  of  annual  training,  or  80  %  mcne  annual  training  per  year.  It  could  be  a  valuable 
approach  for  units  that  have  to  travel  a  long  way  to  their  equipment  and  do  not  have  the 
opportunity  to  train  with  their  equipment  at  times  other  than  annual  training.  At  a 
minimum,  units  should  be  given  an  opportuni^  to  choose  this  option. 

4.  Provide  More  Effective  Training 

Provide  more  full  time  trainers  fiom  either  the  active  or  reserve  components  to 
assist  in  training  reserve  units. 

•  State  training  organizations  can  take  more  responsibili^  for  organizing  and 
running  unit  training. 

•  AC  personnel  could  assist  in  training  ARNG  units.  These  AC  personnel  must 
be  closely  enough  associated  with  the  unit  that  they  feel  a  strong  sense  of 
le^nsibiliQr  for  the  unit's  perfonnance.  They  could  be  advisors  to  the  units 
and  remain  in  an  AC  chain  of  command.  They  could  accept  NG 
appointments  and  become  members  of  ARNG  units  with  all  the  rights  and 


®  Interview  with  Major  General  Lawrence  Eynn  OR  IS  .April  1992. 
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responsibilities  that  such  membership  entails  (they  would  continue  to  hold 
their  federal  appointment  but  could  eventually  become  permanent  members 
of  the  National  Guard  or  could  return  to  the  active  component). 

Invcrive  Active  Component  Commanders  more  directly  in  RC  training  by 
changing  the  relationships  and  responsibilities  that  cimently  exist  in  order  to  strengthen 
the  links  between  active  and  reserve  units  and  to  give  active  commanders  more 
responsibility  and  authority  for  planning,  conducting,  and  evaluating  RC  training 
readiness. 

Allow  over*strength  in  higher  ranking  p«iltions  in  order  to  provide  some 
personnel  to  be  involved  in  training  the  unit  and  others  to  train  as  part  of  the  unit  For 
example,  a  staff  officer  in  a  battalion  must  spread  himself  between  the  need  to  train  his 
unit  and  the  need  to  himself.  This  is  more  than  a  part-time  soldier  can  do.  An  over¬ 
strength  authorization  in  the  staff  would  allow  for  more  effective  training  by  providing 
people  to  manage  the  training  and  people  to  participate  in  the  training.  This  provision 
might  have  the  same  impact  as  increasing  the  training  time  for  individuals,  except  that  it 
would  be  less  demanding  on  the  individual  and  would  allow  for  both  types  of  people  to 
be  present  simultaneously— the  trainer  and  the  trainee. 

Provide  for  CTC  time  with  AC  units.  Current  plans  call  for  assuring  the 
training  readiness  of  RC  crews,  platoons,  and  conq)anies  in  pre-mob  and  for  working  on 
battalion  and  brigade  readiness  in  post-mob.  They  also  call  for  AC  urtits  to  take  oaost  of 
the  training  time  in  Combat  Training  Centers  such  as  the  NTC  Many  RC  units  argue  that 
excluding  them  from  the  CTCs  is  uncalled  for  and  unfair.  A  potential  compromise  is  to 
send  ARNG  platoons,  companies,  and  Imttalimis  to  combat  training  centers  with  their 
affiliated  AC  units. 

Given  the  difficulQr  of  sending  complete  units  to  the  NTC,  the  /«RNG  might  also 
form  provisional  units  made  up  primarily  of  officers  and  NCOs  who  would  attend  the 
NTC  in  a  special  program  designed  to  "train  the  trainer."  For  example,  an  AIRNG  brigade 
could  form  a  provisional  company  team  or  even  a  platoon  made  up  primarlty  of  junior 
officers  and  NCOs.  ARNG  officer  candidate  schools  could  also  send  provisional  units. 
These  provisional  units  would  receiye  special  training  from  the  Observer  Contiiollers  at 
the  NTC.  They  could  employ  Ranger  School  techniques  and  rotate  duties  so  that  all  leam 
what  is  required  at  each  position  and  can  teach  it  to  their  soldiers  later.  Each  NTC 


rotation  could  include  a  company  team  or  a  platoon.  In  a  mobilization  this  technique 
could  be  used  to  train  the  leaders  of  an  entire  ARNG  division  simultaneously.^ 

Expand  other  opportunities  for  duty  with  AC  units  for  both  part-time  and  iiill- 
time  RC  soldiers.  Provide  additional  opportunities  for  part-timers  to  train  with  active 
units.  Give  priority  to  training  with  affiliated  AC  units.  Provide  for  exchanges  of  full¬ 
time  AC  and  RC  personnel  among  affiliated  units.  Require  full-time  support  personnel  to 
spend  some  time  with  AC  units  as  well  as  to  participate  in  AC  training.  Require  full-time 
support  personnel  to  meet  the  same  standards  as  do  active  personnel.  Provide  additional 
opportuiuties  for  RC  personnel  to  participate  in  CTC  training  as  individuals  if  it  is  not 
possible  to  participate  as  units. 

Make  maximum  use  of  simulator  techiudogy  in  training  RC  units.  Several 
kinds  of  simulation  are  involved.  For  armmed  units,  for  example,  conduct  of  fire  trainers 
can  help  hone  gunnery  sldUs,  SIMNET-like  virtual  simulators  can  build  maneuver  and  C^ 
skills,  and  JANUS-like  constructive  simulations  can  help  develop  management  and 
coordination  skills.  These  technologies  could  allow  reserve  units  to  squeeze  more  actual 
training  into  the  training  time  available  to  them.  They  could  also  allow  for  more  efficient 
post-mobilization  training  when  ranges,  training  areas,  and  combat  trairung  centers  will 
be  in  full  use. 

5.  Reduce  Administrative  Impedimoits  to  Effective  Mobilization 

Integrate  active  and  reserve  component  personnel  and  logistics  information 
systems.  Incompatibilities  between  active  and  reserve  data  systems  impose  delays 
beyond  those  caused  by  low  unit  training  readiness.  Following  its  mobilization  for  the 
Gulf  War,  the  48th  Brigade  of  the  Georgia  National  Guard  suffered  many  delays  due  to 
the  effort  to  convert  from  the  ARNG  systems  to  the  active  systems.  The  planned  Reserve 
Component  Automation  System  (RCAS)  is  not  designed  to  correct  this  problem  and  may 
make  it  worse. 

Provide  medical  and  dental  coverage  to  members  of  key  units.  Experience  in 
the  Gulf  War  demonstrated  that  many  reservists  were  not  ready  for  rapid  deployment 
because  of  medical  and  dental  problems.  Providing  such  services  to  key  units  will  help  to 
eliminate  this  problem  and  will  serve  as  a  key  recruiting  and  retention  tool. 


Col.  Lory  M.  Johnson  and  LTC  Thomas  R.,  Roman,  'IVaining  Reserve  Component  Units  to 
Standard,"  Military  Review,  September  1992,  pp.  37-47. 
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6.  Train  In  The  Combat  Theater 

Plan  to  deploy  ARNG  units  when  the  strategic  lift  is  available  to  transport  them 
and  conduct  final  training  in  the  combat  theater.  No  one  can  predict  the  circumstances  of 
the  next  crisis  or  war  for  which  ARNG  units  might  be  needed.  While  the  Gulf  War 
allowed  the  Army  to  Uain  its  reserve  brigades  before  deploying  them,  the  Marine  Corps 
had  a  greater  need  for  its  reserve  infantry  and  tank  units  and  deployed  them  before  they 
were  fully  trained.  While  training  ARNG  units  fully  before  deployment  is  clearly  a 
reasonable  goal,  a  rigid  plan  to  complete  all  training  before  deployment  may  prove 
unworkable,  especially  if  the  strategic  lift  plan  is  implemented  as  currently  planned. 

U.S.  military  units  often  have  been  deployed  to  a  combat  theater  or  near  a  combat 
theater  to  conduct  their  Anal  training.  In  World  Wars  I  and  11,  U.S.  Army  forces 
completed  their  training  in  Europe  befom  being  committed.  In  the  Korean  War,  ARNG 
divisions  completed  their  training  in  Japan  before  being  committed  to  the  war  in  Korea. 
In  the  planning  for  the  war  with  the  Warsaw  Pact  in  Europe,  ARNG  units  were  scheduled 
to  deploy  when  the  lift  was  available  to  carry  them  and  the  training  goal  for  deployment 
was  a  less  than  fully  combat  ready.  They  obviously  planned  to  complete  their  training  in 
the  combat  theater. 

There  is  evidence  that  the  ARNG  brigades  could  have  completed  their  training  in 
Saudi  Arabia  had  it  been  necessary.  According  to  the  G3  of  the  1st  Armored  Division, 

If  the  roundout  brigades  had  deployed  to  Saudi  Arabia  after  initial  post¬ 
mobilization  training  (60  days  in  CONUS),  the  range  facilities  and 
maneuver  space  would  have  been  available  in  the  theater  of  war  to 
enhance  their  skills.  As  G3, 1st  Armored  Division,  I  was  responsible  for 
planning  and  supporting  the  live-fire  and  maneuver  training  (to  include 
Division-level  attack  rehearsals)  conducted  by  our  units.  Our  Division's 
training  area  was  far  larger  than  the  Army's  National  Training  Center,  and 
the  life-fire  and  maneuver  opportunities  exceeded  anything  available  in 
CONUS  or  USAREUR.  Seventh  Coips  units,  with  the  direct  support  of 
the  USAREUR  Commander,  dq>loyed  "Miles"  equipment,  targetry  and 
ammunition,  specifically  dedicate  to  large-scale,  multi-echelon  training. 
USAREUR's  7th  Army  Mobile  Training  Team  orgaruzed  and  support^ 
small  unit  replacement  training  in  close  proximity  to  Vn  (Horps  training 
areas.  IM  the  decision  been  made  in  mid  to  late  January  1991  to  deploy 
the  roundout  brigades,  the  trainers  and  training  areas  were  available. 

These  excellent  ranges  and  maneuver  areas  had  b^ri  developed,  "proofed" 
and  extensively  used  by  VII  Corps  units.^ 


^  Stiffiiss,  op.  dt,  p.  29. 
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Had  one  or  more  brigades  been  in  Saudi  Arabia  when  the  ground  war  started,  they 
could  have  performed  a  number  of  secondary  missions  such  as  LOC  security.  They  also 
would  have  been  available  to  provide  unit  replacements  for  units  that  took  large-scale 
casualties. 

D.  ESTIMATING  THE  MAGNITUDE  OF  POTENTIAL  IMPROVEMENTS  IN 
READINESS 

1.  The  Need  to  Measure  Potential  Readiness  Improvements 

The  preceding  section  of  this  paper  listed  a  number  of  ways  that  RC  readiness 
could  be  improved.  Of  course,  rigorously  determining  the  wisdom  of  changing 
organizational  structures  or  management  policies  for  the  reserve  components  in  order  to 
improve  their  readiness  requires  quantitative  insight  into  how  much  the  changes  would 
improve  readiness  (and  how  much  they  would  cost). 

2.  The  State  of  Currmt  Informatitm 

Earlier  we  showed  some  apparent  correlations  between  RC  training  readiness  and 
various  factors.  It  seems  quite  clear  that  RC  training  readiness  can  be  improved,  and  that 
it  is  a  function  of  many  policy-related  variables,  but  information  on  the  quantitative 
relationships  between  RC  readiness  and  its  determinants  is  sketchy. 

There  have  been  some  successful  attempts  to  link  readiness  to  training  and 
personnel  management  policies.  For  example,  research  on  the  AC  shows  a  significant 
relationship  between  training  experience  and  NTC  performance.^  Other  research  has 
quantitatively  tied  the  readiness  of  Navy  ships  to  the  experience  of  personnel  and  the  per¬ 
formance  of  pilots  to  their  training  experience.^®'^^*^2,i3  There  has,  however,  been  very 


^  Jack  H.  Hiller,  Howard  H.  McFanti,  and  Lawrence  G.  Lebowicz,  Does  OPTEMPO  Increase  Utdt 
Readiness?  An  Objeedve  Answer,  Aiiny  Research  Institute,  undated. 

Aline  Quester,  Rc^U  Beland,  and  William  Milligan,  Ship  Material  Readiness,  Profe«!iooal  R4>er 
467,  Center  for  Naval  Analyses,  March  1989. 

Stanley  A.  Horowitz  and  Allan  Sherman,  Crew  Characteristics  and  Ship  Condition,  CNA  Study  1090, 
CetUer  for  Naval  Anabases,  March  1977. 

Colin  F.  Hammon  and  Stanley  A.  Horowitz,  Flying  Hours  and  Aircrew  Performance,  Institute  for 
Defense  Analyses,  P-W9,  October  1990. 

ColsaP.EBamonuadStaiiey  KHoniwi!U,RelatingFiying  Hours  to  Aircrew  Performance:  Evidence 
fiur  Attack  and  Transport  Mi^ta,  Insdtme  for  Defense  Analyses,  P-2609,  June  1992. 
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little  quantitative  work  on  the  deteirminants  of  readiness  in  the  reserve  components.^^ 
Thus,  the  state  of  knowledge  about  improving  the  readiness  of  RC  units  is  as  follows: 

•  There  is  no  consistent  body  of  reliable  data  describing  the  training  readiness 
of  RC  units. 

•  Stated  relationships  between  the  level  of  unit  organization  and  required  post¬ 
mobilization  training  time  are  largely  based  on  judgment  (which  varies)  and 
administrative  determination. 

•  There  are  no  known  estimates  of  how  changes  of  the  kinds  discussed  above 
(modifying  task  requirements,  improving  the  skill  of  personnel,  increasing 
the  amount  or  effectiveness  of  training,  etc.)  would  improve  training 
readiness  or  reduce  deployment  delays. 

•  There  is  agreement  among  most  experts  that  some  combination  of  these  kinds 
of  changes  could  improve  ARNG  training  readiness  and  reduce  post¬ 
mobilization  deployment  times. 

3.  bnproving  the  State  of  Infoimatitm 

Bold  Shift,  FORSCOM's  cffOTt  to  improve  RC  readiness,  has  recognized  that 
consistent  measurement  of  readiness  in  both  the  active  and  reserve  components  is  a 
critical  requirement  Toward  this  end  it  has  instimted  a  pilot  program  of  Operational 
Readiness  Exercises  (OREs).  The  goal  is  to  use  objective  external  evaluations  to  apply 
uniform  standards  against  which  to  assess  wartime  mission  preparedness.  Reaching  this 
goal  requires  using  performance  and  not  input  measures.  Most  of  the  current  ORE 
measures  involve  input  measures  such  as  MOS(^  and  %  fill  and  do  not  measure  the 


One  unpublidied  pe^  in  this  area  is  Roberta  J.  Smith,  Relating  Training  Readiness  to  Resource 
Allocadon,  RAND.  WD’1472-MRAL,  June  1982. 


vn-15 


involve  input  measures  such  as  MOSQ%  and  %  fill  and  do  not  measure  the  ability  to  do 
the  job.  Should  effective  ORE  measures  be  developed,  their  routine  would  allow  the 
Army's  leadership  to  confirm  the  pre-mob/pre-alert  preparedness  and  operational 
readiness  status  of  AC  and  RC  units  using  established  training  standards.^^  It  is  worth 
noting  that  simulation  technology  also  provides  a  way  to  objectively  measure  some 
aspects  of  unit  performance  in  a  consistent  and  reproducible  fashion. 

If  the  ORE  program  is  successful,  it  may  provide  a  basis  for  analyzing  alternative 
policies  in  terms  of  their  expected  impact  on  readiness.  It  may  be  possible  to  correlate 
differences  in  ORE  performance  across  units — output — with  naturally  occurring 
differences  in  the  characteristics  of  units — ^input,  such  as  personnel  stabiliQr,  amount  of 
full-time  support,  proportion  of  prior-service  personnel,  training  experience,  etc.  In 
addition,  it  may  be  possible  to  initiate  experimental  programs  that  intentionally  vary 
selected  characteiisdcs  of  units  and  then  to  observe  the  results  of  the  experiments.  Hiese 
kinds  of  research  should  permit  development  of  quantitative  estimates  of  how  various 
policy  choices  are  likely  to  affect  the  post-mobilization  training  requirements  of  reserve 
component  units.  Unfortunately,  completing  this  woric  might  take  between  5  and  10 
years.  Analysis  of  alternative  RC  training  policies  could  proceed  on  a  shorter  schedule. 

4.  Analysis  of  Alternative  RC  Training  Programs:  the  Training>Tinie*Budget 
Approach 

Because  of  the  paucity  of  information  on  how  changes  in  the  training  programs  of 
ARNG  combat  maneuver  units  could  reduce  their  required  post-mobilization  training 
time,  we  developed  a  logical  structure  to  aid  in  understanding  the  possible  potential 
improvements  in  readiness  that  might  accrue  as  the  result  of  changes  in  training  policies 
or  techniques.  We  have  called  this  approach  training-time-budget  analysis.  The  basic 
theory  of  the  analysis  includes  the  following  points: 

a.  Since  active  units  are  assumed  to  be  ready  to  deploy,  the  peacetime  training 
of  active  units  provides  a  benchmaric  against  which  to  assess  RC  training 
programs. 

b.  If  a  reserve  unit  can  perform  the  training  activities  specified  for  a  comparable 
active  unit,  it  is  also  re^y  to  dq;loy. 


FORSCOM  Operational  Readiness  Exercise  (Pilot  Frogratn),  Headquarters  Forces  Command, 
February  1992. 
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c.  To  the  extent  it  cannot  perfomi  all  those  activities,  it  has  a  training  deficit 
which  can  be  measured  by  the  number  of  days  that  the  unperformed  training 
events  take  active  units  to  perform. 

d.  Alternative  RC  training  strategies  can  be  evaluated  iii  terms  of  their  impact 
on  the  training  deficit 

e.  It  is  possible  to  link  the  peacetime  training  deficit  to  the  amount  of  post¬ 
mobilization  training  time  required  prior  to  deployment  This  methodology 
focuses  on  the  amount  of  training  time  available  to  RC  units  (their  training- 
time-budgets)  and  consider  what  training  events  they  can  su^nqrlish  within 
those  budgets. 

We  will  apply  this  theory  to  ARNG  heavy  units.  The  purpose  of  the  analysis  is  to 
better  understand  how  greater  use  of  virtual  and  constructive  simulation  in  the  training  of 
RC  combat  units  might  be  able  to  improve  their  readiness.  Throughout  the  analysis  it  is 
important  to  bear  in  mind  the  uncertainties  involved,  particularly  uncertainties  about  how 
much  more  productively  simulation  allows  RC  urtits  to  use  their  limited  training  time, 
(^antitative  estimates  of  post-mobilization  times  urider  several  sets  of  explicit 
assurr^dons  are  derived.  We  can  only  be  as  sure  of  the  precision  of  the  estimates  as  we 
are  of  the  assumptions.  The  idea  of  the  analysis  is  to  demonstrate  potentials,  not  to 
identify  proven  possibilities.  Ibe  main  stq)s  in  the  analysis  are: 

a.  Determine  the  training  that  must  be  performed  by  a  unit  to  meet  Army 
standards  for  a  unit’s  Mission  Essential  Task  List  (METL). 

b.  Estimate  how  much  training  is  netted  to  reach  the  performance  standard. 
This  requires  consideration  of  the  extent  to  which  different  echelons  must 
train  together  and  the  extent  to  which  they  can  perform  different  training 
activities  in  parallel.  This  will  permit  quantification  of  the  altilify  of  RC  units 
to  accomplish  the  required  training  at  all  echelons. 

c.  Calculate  the  RC  training  deficit  by  comparing  the  estimate  of  training  time 
with  the  training  time  that  is  available  to  RC  units.  For  ARNG  armor  units, 
we  make  separate  calculaticms  of  the  peacetime  training  deficits  fOT  gunnery 
training,  maneuver  training  through  the  company  level,  and  maneuver 
training  at  the  battalicut  and  brigade  levels. 

d.  Estimate  the  extent  to  which  the  deficit  could  be  reduced  greater  use  of 
simulation  in  both  peacetime  and  post-mobilization  training.  These 
techniques  should  permit  rrxffe  trainmg  activity  to  tal»  place  per  tnuning  day 
because  they  allow  units  to  avoid  moving  and  preparing  equiinnent,  aixl  to 
train  more  effectively  in  a  dispersed  environment  The  uncertain^  concerns 
the  magmtude  of  these  improvements. 
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e.  Estimate  how  much  reduction  in  the  peacetime  training  deficit  would  reduce 
required  post-mobilizadoii  time. 

£.  THE  EFFECT  OF  GREATER  USE  OF  SIMULATIONS  ON  THE  TRAINING 
READINESS  OF  NATIONAL  GUARD  GROUND  COMBAT  UNITS 

Simulation  can  improve  the  training  readiness  of  heavy  units  in  several  ways. 
Individutd  and  crew<related  gunnery  skills  can  be  enhanced  using  a  range  of  training  aids 
and  devices.  These  include  the  Videodi^  Interactive  Gunnery  Simulator  (VIGS),  the  • 
arcade-like  Top  Gun  device,  Conduct-of-Fire  Trainers  (COFTs),  Guard  Unit  Annoiy 
Device  Full-Crew  Interactive  Simulation  Trainer  (GUARD  FIST),  and  the  Hand-Held 
Tutor.i^  Virtual  simulations  like  SIMNET  or  its  follow-on,  the  Close  Combat  Tactical 
Trainer  (CCTT),  can  train  maneuver  and  command  arid  control  tasks  that  range  from  the 
crew  level  to  the  battalion  level.  Diey  can  also  train  gunnery  skills  to  ^me  extent. 
Coiistructive  simulations  like  JANUS  are  most  useful  at  the  battalion,  brigade  and 
diviaon  levels  and  can  be  used  to  train  planning  and  synchronization  tasks.  Chapter  Vm 
outlines  a  new  approach  to  using  JANUS  and  SIMN^  together  in  a  distributed 
simulation  network  designed  to  train  ARNG  battalion  and  higher  units  in  their 
synchtonizadon  tasks. 

As  was  noted  above,  to  better  understand  some  of  implications  of  possible  states 
of  the  world  regarding  how  much  and  how  productively  simulation  of  various  sorts  could 
be  effectively  used  to  train  RC  combat  units,  our  application  of  the  training-time-budget 
methodolo^  examines  three  alternative  cases.  The  c^s  vary  with  respect  to  the  extent 
and  Qrpe  of  simulator  use  hypothesized  for  ARNG  heavy  brigades. 

In  all  of  the  cases  to  be  examined,  we  make  the  following  assunqrtions: 

•  An  AC  heavy  Ixigade  performs  roughly  68  days  per  year  of  gurmeiy  training. 
This  estimate  is  based  on  prelimmaiy  examination  of  unit  training  plans  for 
five  units,  by  researchers  at  the  RAND  Corporation.^^ 

•  An  AC  heavy  brigade  requires  39  days  of  platoon  and  company  maneuver/ 
coordination  training  and  32  days  of  battalion  maneuver/coordination 
training.  These  numbers  emne  from  the  Fort  Knox  analysis.  Two-thirds  of 


The  use  of  these  aids  and  devices  is  discussed  in  John  E.  Monisou,  David  A.  OuiiMhute,  and  Earl  L. 
Doyle,  A  Device/Aid-Based  Strategy  for  Traiiung  MI  TaiA  Gumery  in  the  Arnty  National  Guard, 
Hunuui  Resources  Rcaear:h  Orgaoizatioo,  ^iril  Wl. 

As  yet  unpublished  research  by  Thomas  F.Li|)piatt,J.  Michael  and  Ronald  E.Sa9tor,  RAND. 
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these  71  days  are  spent  in  activities  that  can  at  least  partially  be  trained  in 
SIMNET. 

•  An  RC  heavy  unit  is  authorized  six  days  of  simulator  time  for  gunnery 
training  for  M-1  and  M-2  crews  beyond  the  39  days  of  participation  required 
of  reservists. 

•  Of  the  39  days  per  year  of  required  participadcn,  only  23  are  used  to  perform 
training  activities,  12  days  on  weekends  and  1 1  days  at  annual  training.  The 
rest  of  the  time  is  taken  up  with  administration. 

•  Half  of  these  23  days  are  devoted  to  individual  and  crew-level  gunnery 
training.  The  rest  are  devoted  to  maneuver  training. 

•  Training  performed  in  simulators  of  all  kinds  (gunnery  simulatora  like  COFT, 
SIM^T/CCTT,  and  constructive  simulation)  allows  three  times  as  much 
trainee  achievement  per  unit  time  than  would  otherwise  be  possible. 

This  last  assumption  deserves  further  attention.  The  relative  value  of  simulator 
training  and  non-simulator  training  is  a  critical  factor  in  estimating  how  much  additimial 
simulator  use  could  reduce  the  peacetime  training  deficit  As  has  been  noted,  there  is  no 
precise  information  on  the  value  of  this  factor.  The  ratio  of  3:1  was  developed  in 
discussions  with  individuals  involved  in  armor  training  in  both  the  active  and  reserve 
components.  It  is  a  subjective  estimate,  and  is  definitely  not  proven  to  be  conect  In 
addition,  this  ratio  can  be  expected  to  vary  across  training  activities,  but  we  are  seeking  a 
reasonable  rule  of  thumb. 

The  precise  value  of  the  ratio  aside,  the  notion  that  simulation  is  a  valuable  aid  to 
training  effective  armor  units  rests  on  two  observations.  First,  the  acccunplishinent  of 
training  in  the  field  is  limited  by  the  friction  of  field  operatimis.  The  aiix>unt  of  time  it 
takes  to  make  equipment  ready  to  use,  get  to  and  fiom  the  training  area,  and  (in  the  case 
of  staff  training)  to  wait  for  feedback  from  organizations  or  personnel  working  in  (or 
near)  real  time.  Of  course,  the  relative  effectiveness  of  field  training  and  simulator 
training  varies  widely.  Some  things  are  best  taught  in  the  field  and  some  ate  best  taught 
using  simulation.  Our  assumption  is  really  that  simulation  permits  the  hypothesized 
con^)ression  of  training  time  over  the  range  of  simulation  use  we  examine. 

Our  second  observation  is  that  there  is  quantitative  evidence  that  greater  use  of 
simulation  improves  the  performance  of  armor  units.  The  U.S.  Army  Armor  and 
Engineering  Board  executed  an  experiment  where  it  generated  a  control  group  and  an 
experimental  group  of  tank  platoons,  gave  them  a  pre-test  to  determine  their  coo^tence, 
trained  the  experimental  group  on  SIMNET  and  the  control  group  through  standard  field 
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training  for  six  days,  and  then  tested  the  groups  after  the  training.^**  The  groups  were 
scored  "Go"  or  "No  Go"  on  a  series  of  tasks  within  the  given  exercises.  The  platoons 
with  SIMNET  training  raised  their  Go  percentages  by  11  percentage  points,  while  the 
platoons  with  field  training  only  raised  theirs  5  percentage  points.  The  difference 
between  these  results  is  statistically  significant 

Ongoing  research  by  the  Army  Research  Institute  (ARI)  seems  to  indicate  that 
prior  COFT  usage  is  reflected  in  better  gunnery  performance  at  the  National  Training 
Center.  In  addition,  a  review  of  the  gunnery  training  process  in  the  ARNG  performed  for 
ARI  has  reconunended  greater  reliance  on  training  devices.^  A  revised  trairting  strategy 
was  developed  and  is  now  being  tested.  There  is  persuasive  evidence  that  more  use  of 
simulation  would  improve  the  readiness  of  ARNG  armor  units;  the  uncertainQr  revolves 
around  the  magnitude  of  the  improvement:  how  much  more  training  can  be 
accotiq)lished  in  a  fixed  period  of  time. 

The  assumptions  listed  above  allow  us  to  estimate  variations  in  the  peacetime 
training  deficits  faced  by  ARNG  tank  brigades  in  the  cases  to  be  examined.  In  order  to 
estimate  the  eflect  of  these  variations  on  post*mobilization  times,  we  make  the  following 
assumptions  about  posMnobilization  training: 

«  An  RC  heavy  brigade  that  receives  peacetime  training  without  increased 
emphasis  on  simulation  would  need  between  79  and  128  days  of  post¬ 
mobilization  training  before  being  ready  to  dq>loy.  This  range  is  taken  ftom 
the  preliminary  RAND  analysis.^^  The  Army’s  official  estimate  of  90  days  is 
within  this  range.  The  79  day  estimate  is  based  on  the  Army  Inspector 
General's  review  of  the  Gulf  War  call-up  experience,  supplemented  by  the 
assumption  tiiat  recommendations  designed  to  improve  RC  readiness  will  be 
adopted  and  have  the  desired  effect^  The  128  day  estimate  was  developed 
by  RAND,  based  on  the  possibility  that  it  may  be  difficult  to  improve  RC 
readiness.  We  draw  on  RAND's  work  to  break  required  post-mobilization 


D.  Gotind,  and  J.  Schwab,  "Conc^  Evaluatkm  Plrognun  of  Simulation  Netwoiidng  (SIMNET)>  Final 
Rqsort,"  7RAD0C  IRMS  No.  86<^,  U.S.  Army  Armor  and  Engineering  Boud,  Fort  Xnox, 
Kemucky,  March  1988. 

19  This  discussion  also  draws  on  Orlansky,  J.  and  J.  Thoipe.  "SIMNET  -  an  Engagement  Training 
System  for  Tactical  Wariam,"  Journal  cfD^ense  Research,  Vol  20,  No  20,  Feteuary  1991  and  on 
Angier,  B.  N.,  E  A.  Alluiri  and  S.  A  Horowitz,  "SIMNET  and  Advanced  Training,"  IDA  P-2672, 
1992. 

^  See  Morrison,  Can9)shure,  and  Doyle,  o>\cit 
^1  Lippiatt,PDlichandSoctor,op.cit. 
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training  time  into  time  devoted  to  gunnery  training,  time  devoted  to 
maneuver  training  at  the  platoon  and  company  levels,  and  time  devoted  to 
maneuver  training  at  the  battalion  and  brigade  levels. 

•  Some  post-mobilization  time  is  needed  for  mobilization,  movement, 
maintenance,  recovery,  and  preparation  for  loading,  and  cannot  be  reduced  by 
greater  use  of  simulation. 

•  Some  post-mobilization  training  time  may  not  be  amenable  to  reduction, 
regardless  of  the  readiness  of  the  mobilized  units.  Some  validation  is 
required  before  deploying  National  Guard  combat  units.  We  have  assumed 
that  the  time  required  fen  this  is  one  week  of  gunnery  training,  one-quartef  of 
the  otherwise  necessary  amount  of  platoon/conqrany  maneuver  training,  and 
one-half  of  the  otherwise  necessary  amount  of  battalion/brigade  training. 
£>rpeirieLtce  in  using  simulation  to  evaluate  training  readiness  in  peacetime 
may  ultimately  allow  for  validation  of  some  tasks  in  simulation. 

The  aiijsount  that  the  variable  portion  of  post-mobilization  time  can  be 
reduced  is  directly  proportional  to  a  reduction  in  the  peacetime  training 
deficit  for  a  given  kind  of  training  (gunnery,  platoon/con^any  maneuver,  or 
battalion/brigade).  For  exanqrle,  suppose  there  is  a  27  day  peacetime  training 
deficit  for  platoon  and  company  maneuver  trainiilg  and  30  days  of  post¬ 
mobilization  tirire  would  now  have  to  be  devoted  to  this  kind  of  training,  24 
of  which  are  amenable  m  reduction.  The  3:1  rule  says  that  shifting  3  days  of 
peacetime  training  in  this  area  to  simulation  would  cut  6  days  from  the 
peacetime  training  deficit,  a  22  %  reduction.  The  variable  portion  of  requ^ 
post-mobilization  time  would  be  reduced  by  the  same  22  %,  fix)m  24  to  19 
days.  The  assunq)tion  of  proportionality  is  consistent  with  the  belief  that 
completely  eliminating  the  peacetime  training  deficit  would  tender  an  RC 
unit  as  ready  as  an  AC  unit 

•  The  3:1  rule  also  applies  to  the  use  of  simulators  in  post-mobilization 
training. 

The  reason  it  is  necessary  to  make  these  assumptions  is  uncertainty  about  four 
things:  the  readiness  of  active  units,  the  readiness  of  reserve  units,  the  effectiveness  of 
field  training  relative  to  simulator-based  trainini,,  and  the  sensidviQr  of  required  post- 
mobilizatiQn  time  to  the  readiness  of  units.  Without  better  information,  the  only  way  to 


^  DqMutment  of  the  Army  Inspector  Oeoenl  **Speci8l  Assessment:  National  Guard  Brigades* 
Kfobilhation,’*  June  1991. 


analyze  alternative  training  policies  is  to  investigate  the  implications  of  particular 
hypotheses  and  assumptions. 

We  describe  below  three  cases  that  examine  ways  in  which  simulation  could  play 
a  larger  role  in  the  training  of  National  Guard  heavy  brigades.  In  the  first  case, 
simulation  is  used  extensively  for  peacetime  gunnery  and  platoon/company  maneuver 
training.  The  second  case  adds  simulator  time  during  post-mobilization  training.  The 
final  case  investigates  the  implications  of  using  constructive  simulation  for 
battalion/brigade  level  maneuver  training  during  peacetime. 

Table  Vn-2  summarizes  the  results  of  analyzing  the  first  case.  We  assume  that 
simulation  will  be  used  for  all  weekend  training  and  half  of  AT  maneuver  training.  This 
adds  14.75  extra  days  of  simulator  use  per  year.  It  could  reduce  the  training  deficit  for 
gunnery  from  38.5  days  to  26.5  days  and  the  peacetime  training  deficit  for  platoon/ 
conqjany  maneuver  training  from  27.5  days  to  10  days.  Our  assumption  that  reducing  the 
peacetime  training  deficit  leads  to  a  pioportidnate  decrease  in  requin^  post-mobilization 
training  time  (excluding  fixed  portions  of  post-mobilization  time)  allows  iis  to  estimate 
that  the  amount  of  post-mobilization  training  requited  could  fall  by  between  16  and  30 
days. 
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TabteVil>2.  CiMl:  GiwMttr  P6itt«ttmd  Um  of  Simulation  in  National  Gufird  HMvy  Unite 

Through  Company  Laval 


- 

Pltn^Co. 

Maneuver 

BnTBde. 

Maneuver 

Total  > 

Active  Units  Plan 

68 

39 

32 

139 

iGuard  Cuirentiv  Has:  1 

weekend  (simulator  days) 

6 

0 

0 

8 

weekend  (other) 

6 

6 

12 

annual  trainirid 

5.50 

5.50 

0 

■11 

Peacetime  Trainina  Deficit 

38.50 

98 

1  Potential  Additional  Simulator  Use:  1 

weekend 

6 

6 

annual  trainina 

0 

2.75 

0 

2.75 

PotentialPeacetirhe  Deficit 

26.50 

10.00 

32.00 

68.50 

Percent  Reduction  . 

31 

64 

iHmiiiQi 

30 

IrAND  Estimate  of  Post-MobrTime  1 

.  minimum 

23 

24 

14 

79 

maximum 

39 

41 

19 

128 

1  Amount  of  Post-Mob  Time  Not  Mrenabie  to  Reduction  1 

minimum 

7 

6 

7 

38 

maximum 

7 

10 

10 

56 

1  Potenfiai  Post-Mob  Time:  1 

minimurh 

18 

13 

14 

63 

maximum' 

29 

21 

19 

98 

Table  vn-3  illustrates  Case  2,  which  takes  the  perspective  that  simulators  can 
help  the  post-mobilization  training  of  RC  tank  units  as  well  as  peacetime  training.  The 
assumption  is  that  one-quarter  RAND's  estimau;  of  potential  post-mob  time  for  gunnery 
and  platoon/company  maneuver  training  identified  in  Table  Vn-2  as  amenable  to 
reduction  could  be  given  over  to  simulator-based  training. 
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Tabte  Vll^.  Cam  2:  Graattr  PMCcikm  Um  of  SknuMloh  in  National  Guard  Heavy  Unttt 
Through  Company  Level  and  Use  of  Sirhulatlon  During  Pt^-Mobili^ion  Training 


- - - ^ 

■1 

.  PltnTCo. 
Maneuver 

BnTBde. 

Maneuver 

Total 

Active  Urdts  Ran 

68 

39 

32 

139 

iGuard  Currently  Has:  1 

weekend  (simuiatordavs) 

6 

0 

6 

weekend  (other)- 

8 

6 

flHEB 

12 

annual  trainina 

5.50 

5.50 

_o_ 

11  . 

Peacetime  Trainino  Deficit 

mmm 

27.50 

98  1 

I  Potential  Additional  Simulator  Use:  1 

weekend 

6 

6 

0 

12  i 

annual  trainina 

2.75 

mmoii 

msm 

Potential  Peacetime  Defidt 

26.50 

10.00 

32.00 

68.50  I 

Percent  Reduction 

31 

64 

0 

minimum 

23 

24 

14 

79 

'  maximum 

39 

41 

19 

128 

1  Amount  of  Post-Mob  Time  Not  Atnenabie  to  Reducfion  ! 

minimum 

7 

6 

7 

38 

maximum 

7 

ib 

10 

.  56 

lAddhional  Post-Mob  Simulator  Time  1 

minimum 

2.75 

1.64 

0 

4.39 

maximum 

5.51 

2.82 

miiiiiiQiiii 

8.32 

1  Potential  Post-Mob  Time:  1 

minimum 

13 

9 

14 

54 

maximum 

18 

16 

19 

82 

We  estimate  that  this  post-mobilization  use  of  simulation  could  reduce  post¬ 
mobilization  time  an  additional  9  to  16  days. 

Finally,  Case  3,  illustrated  in  Table  Vn-4,  incoiporates  additional  peacetime 
simulation  traininfj  in  the  area  of  battalion  and  brigade  maneuver  training.  This  is  meant 
to  address  the  perceived  deficiencies  of  leadership  training  in  National  Guard  combat 
units.  The  idea  is  to  facilitate  command  post  exercises  and  improve  the  synchronization 
skills  of  leaders.  We  assume  that  this  training  does  not  conflict  vvith  training  through  the 
company  level,  but  that  it  reduces  the  amount  of  time  spent  honing  higher-level 
synchronization  skills  in  post-mobilization  training.  In  the  exainple,  five  days  of 
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peacetime  simulation  training  are  provided  for  teaching  battalion-  and  brigade-level 
maneuver  skills. 

Table  ViM.  Cast  3:  Graattr  Paaettima  Uat  of  Simulation  in  National  Guard  Heavy  Units 
Through  Brigade  Level  and  Use  of  SImuiatioh  During  Post-Mobilization  Training 


Gunrtery 

PItnTCo. 

Maneuver 

Bn./Bde. 

Maneuver 

Total 

Active  Units  Plan 

68 

39 

32 

139 

iGuard  Currently  Has:  1 

weekend  (simulator  days) 

6 

imiiinQii 

6 

weekend  (other) 

6 

6 

HIHIDi 

12 

annual  tralnina 

5.50 

5.50 

0 

11 

Peacetime  Tralnina  Deficit 

38.50 

27.50 

32.00 

98 

1  Potential  AddHional  Emulator  Use:  1 

weekend 

6 

6 

5 

12 

annual  tralnina 

0 

2.75 

0 

2.75 

Potentiai  Peacetime  Deficit 

26.50 

10.00 

17.00 

53.F 

Percent  Reduction 

31 

64 

47 

45 

1  RAND  Estimate  of  Post-Mob.  Time  1 

minimum 

23 

24 

14 

79 

maximum 

39 

41 

19 

128 

1  Amount  of  Post-Mob  Time  Not  Amenable  to  Reduction  1 

minimum 

7 

6 

7 

38 

maximum 

7 

10 

10 

56 

1  Addtional  Post-Mob  Simulator  Time  1 

minimum 

2.75 

1.64 

0 

4.39 

maximum 

5.51 

2.82 

0 

8.32 

1  Potential  Post-Mob  Time:  1 

minimum 

13 

9 

11 

51  i 

maximum 

18 

16 

15 

77  1 

The  additional  simulator  training  is  estimated  to  have  the  potential  to  reduce  the 
peacetime  training  deficit  for  battalion/brigade  maneuver  training  by  IS  days,  or  47%, 
and  to  reduce  post-mobilization  time  an  additional  3  to  4  days. 

Table  VII-S  summarizes  the  results  of  our  analyses  of  the  possible  implications  of 
providing  more  simulator-based  training  to  National  Guard  heavy  units. 
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Tabte  Vll>5.  Potential  Post*Moblllzatlon  Times  Under  Altemative  Caees 


Minimum 

Maximum 

BaseKne  Post-Mobilization  Training  Times 

79 

128 

Case  1 :  More  Peacetime  Simulation  Through  Company  Level 

63 

98 

Case  2:  Adds  Post-Mobilization  Use  of  Simulation 

54 

82 

Case  3:  Adds  Peacetime  Simulation  for  Battalon/Brfgade 

51 

77 

Case  1  implies  a  reduction  in  posMiK>bilization  time  of  20  to  23  %,  Case  2  32  to 
36  %,  and  Case  3,  3S  to  40%.  Although  these  estimates  are  imprecise,  the  opportunity 
for  improvement  may  be  substantial. 

Additional  cases  could  be  constructed  to  look  at  additional  training  alternatives  or 
to  relax  some  of  the  assumptions  we  have  made.  Among  the  uncertainties  that  further 
research  might  resolve  or  that  additional  cases  might  illuminate  are  the  following  points: 

•  The  post-mobilization  deficit  described  in  this  report  does  not  make 
adjustments  for  the  possiMli^  of  simultaneous  training.  If,  for  example, 
platoons  and  companies  can  conduct  gunnery  training  simultaneously  with 
battalions  and  brigades  conducting  maneuver  training,  she  post-mobilization 
time  can  be  reduced. 

•  The  calculation  of  the  peacetime  training  deficit  assumes  that  the  RC 
conducts  its  training  at  the  same  intensity  as  the  AC.  If  the  RC  training 
proves  to  be  conducted  at  a  more  intense  rate,  the  peacetime  training  deficit 
might  be  reduced. 

•  The  cases  investigated  above  do  not  give  the  AC  credit  for  the  simulation 
training  they  currently  conduct  Applying  the  3:1  rule  to  this  training  will 
increase  the  peacetime  trainutg  deficit 

•  The  relationship  between  AC  and  RC  training  may  prove  to  be  different  from 
that  assumed  here.  For  example,  experience  may  find  that  the  RC  does  not 
need  to  conduct  the  same  training  events  as  the  AC  in  order  to  meet  METL 
standards.  This  could  reduce  both  the  peacetime  training  deficit  and  post¬ 
mobilization  training  time. 

•  Assumptions  regarding  the  portions  of  peacetime  and  post-mobilization 
training  amenable  to  reduction  via  simulation  may  prove  to  be  too  ambitious. 
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•  Given  the  shortage  of  field  training  sites  for  both  gunnery  and  maneuver 
post-mobilization  training,  the  use  of  simulator  training  may  allow  for 
simultaneous  training  of  multiple  units  and  thereby  reduce  overall  ARNG 
post-mobilization  time. 

F.  ADDHIONAF.  CONSmERATIONS  ABOUT  GREATER  USE  OF 

SIMULATION  FOR  TRAINB^G  NATIONAL  GUARD  COMBAT  UNITS 

Under  the  assumptions  we  have  made,  it  looks  as  if  greater  use  of  simulation 
could  lead  to  significant  improvements  in  ARNG  training  readiness  and  to  reductions  in 
their  post-mobilization  time.  Two  cautions  about  this  result  should  be  borne  in  mind: 

•  There  is  great  uncertainty  about  the  degree  to  which  simulator  use  allows 
more  training  to  be  accomplished  in  a  given  period  of  time.  The  estimates 
presented  here  indicate  possibilides,  but  they  do  not  conclusively  show  how 
much  improvement  is  possible.  We  do  not  know  enough  about  the 
implicadons  for  training  readiness  of  different  mixes  of  live  training,  virtual 
simuladon,  and  construcdve  simuladon.  More  work  needs  to  be  done  to  pin 
tins  down. 

•  Greater  use  of  simuladon  iinplies  additional  cost  Training  aids  and  devices 
must  be  bought  and  they  must  be  kept  available.  A  strength  of  simuladon  is 
that  it  can  be  used  on  short  notice  at  all  hours;  this  only  helps  if  facilities  are 
open  and  if  equipment  is  operable.^  Guard  heavy  units  have  reported 
difficulties  keeping  COFTs  operable.  Overcoming  this  problem  would 
probably  require  additional  full-time  personnel  to  oversee  traimng  and  to 
perform  maintenance. 

Another,  more  upbeat,  point  also  deserves  mention: 

There  is  substantial  attention  being  paid  today  to  the  use  of  advancing 
technology  to  tie  together  field  and  simulator  training  at  all  echelons  of  the 
force  structure.  The  Defense  Advanced  Research  Projects  Agency  (DARPA) 
and  the  ARNG  are  conducting  a  multi-year  test  to  determine  the  potential  for 
simulation  to  improve  ARNG  training  readiness.  Wc  believe  the  analysis 
offered  here  presents  on  approach  for  measuring  the  gains  in  training 
readiness  that  simulation  can  tving. 


^  Pencxmel  at  the  48th  Brigade  of  the  Georgia  National  Guard  have  nude  this  point  to  us. 


G.  CONCLUSIONS  AND  RECOMMENDATIONS 


1.  C<mcIusions 

a.  There  are  substantial  variations  in  the  readiness  of  RC  units.  Some  RC 
combat  service  support  units  are  virtually  as  ready  to  deploy  as  are  corresponding  active 
units.  Some  Army  RC  units  have  been  pre-validatcd  to  deploy. 

b.  The  training  readiness  of  RC  units  and  their  post-mobilization  deployment 
times  are  associated  with  factors  that  can  be  influenced  through  management  policy.  In 
particular,  training  readiness  can  be  improved  by  improving  personnel  skill  levels,  by 
limiting  or  tailoring  the  scope  of  the  mission  assigned  to  RC  units,  and  by  increasing  the 
amount  and  effectiveness  of  training  received  by  the  units.  The  length  of  time  it  takes  RC 
units  to  be  able  to  deploy  is  also  influenced  by  administrative  impediments,  such  as  the 
incompatibiliQr  of  reserve  and  active  personnel  and  logistics  information  systems. 

c.  The  impact  on  training  readiness  (as  measured  by  required  post-noobilization 
train-up  time  before  deployment)  of  policy  changes  in  these  areas  cannot  be  measured  or 
estimated  very  precisely,  largely  because  of  the  absence  of  reliable  information  on  the 
state  of  readiness.  This  is  as  true  in  the  active  component  (whose  units  are  assumed  to  be 
ready)  as  it  is  in  the  reserve  components. 

d.  It  is  possible  to  use  the  performance  of  required  training  events  to  develop  an 
estimate  of  the  impact  of  changes  in  training  programs  on  the  readiness  of  RC  ’uiits.  We 
have  termed  this  the  mtining-time-bud^t  naethodology. 

e.  A  very  preliminary  application  of  the  training-time-budget  methodology 
indicates  that  it  may  be  possible  to  reduce  the  required  post-mobilization  train-up  time  of 
a  National  Guard  armor  brigade  by  20  to  40  %  firom  its  currently  estimated  range  of 
between  79  and  128  days.  Because  of  uncerteinty  about  the  assumptions  behind  this 
estimate  of  improved  training  readiness,  this  result  should  be  taken  as  demonstrating 
grrat  promise  rather  than  documenting  the  proven  potential  of  simulation. 

f.  Fuilher  reductions  in  required  post-mobilization  training  times  are  possible 
for  RC  combat  teigades.  This  (inclusion  is  warranted  because  our  quantitative  analysis 
has  been  conservative  by  not  incorporating  estimates  of  the  impact  of  many  potential 
ways  of  improving  reserve  readiness.  Incorpmtion  of  even  a  few  of  the  changes 
suggested  in  this  Chapter,  Section  D,  would  likely  improve  RC  training  readiness. 


2.  Recommendations 


a.  Continue  the  ARNG/DARPA  test  program.  Consider  expanding  the  program 
to  make  existing  simulator  technology  more  available  to  some  reserve  component  combat 
units  in  the  near  future.  The  program  should  cover  gunnery  simulation,  SIMNET-like 
simulation  and  constructive  simulation.  We  cannot  be  certain  how  much  this  will  affect 
reserve  readiness,  but  it  should  yield  substantial  improvements.  Evaluation  ot  near-term 
experiments  would  also  help  guide  future  RC  training  policy  decisions  (and 
active^serve  force  mix  decisions)  by  providing  better  information  on  how  much  training 
readiness  could  be  improved. 

b.  Apply  the  training-time-budget  methodology  to  different  kinds  of  RC  units. 
Determine  whether  the  variations  in  the  training  deficit  are  consistent  with  our 
understanding  of  variations  in  required  post-mobilization  training  time 

c.  Institute  a  program  to  nseasure  ti'.e  required  post-mobilization  train-up  time  of 
RC  combat  units,  and  to  estimate  its  dependence  on  policy-related  factors.  Active 
component  units  should  be  included  to  provide  a  point  of  comparison.  There  is  great 
uncertainty  in  this  area,  and  it  is  absolutely  critical  to  the  development  of  appropriate  RC 
management  policies  and  the  selection  of  a  cost-effective  active/rcserve  mix.  The 
program  could  focus  on  performance  at  Combat  Training  Centers,  such  as  NTC. 
Operational  Readiness  Exercise  results  may  be  an  acceptable  substitute  for  CTC 
performance.  By  providing  an  opportuniQr  for  a  standardized  environment,  simulation 
also  could  be  a  source  of  performance  information.  However  performance  is  measured,  it 
will  also  be  necessaiy  to  link  performance  shortfalls  to  estimates  of  the  post-mobilization 
train-up  time  needed  to  correct  them. 

d.  Estimate  how  changes  in  post-noobilization  train  -up  time  would  influence  the 
cost-effective  active/reserve  mix  under  alternative  scenarios.  This  would  tell  us  how 
much  we  would  have  to  improve  RC  readiness  for  it  to  make  a  difference,  and  would 
allow  us  to  judge  the  importance  of  using  innovative  RC  training  technologies. 


vra.  NEW  APPROACHES  TO  USING  SIMULATION 

FOR  TRAINING 


This  chapter  describes  a  new  approach  to  using  virtual  and  constructive 
simulation  for  training  ARNG  combat  maneuver  units  in  many  of  their  key 
synchronization  tasks.  We  have  called  this  training  system  STXSIM  for  Situational 
Training  Exercise,  Simulation.  We  have  attehq>ted  to  design  it  to  address  some  of  the 
training  problems  riiat  we  have  identified  in  die  process  of  conducting  this  study.  We 
have  also  designed  it  in  light  of  other  work  un^  way  at  IDA  to  develop  a  method  for 
training  ARNG  batde  staffs  et  Ae  battalion  and  brigade  level.^  Finally,  we  haive  designed 
it  to  be  consistent  with  Army.training  doctrine. 

A  BACKGROUND 

Virtual  and  ctmstructive  simulation  have  been  extmsively  used  in  recent  years  for 
training  in  all  of  the  military  Services.  Simulators  have  been  used  successfully  in  training 
individuals  and  crews.  In  the  Army,  the  Conduct  of  Kre  Trainer  (COFT)  is  key  to 
training  gunnery  in  both  M<1  and  M>2  crews.  The  Army  also  is  engaged  in  a  major  effort 
to  expand  <hi  the  successful  development  of  SIMNET  simulators  fm:  training  crews  and 
'  platoons.  This  new  system  of  simulator  training  is  called  the  Qose  Combat  Tactical 
Trainer  (CCTT)  and  may  also  be  used  to  train  leaders  at  the  ccm^^y  and  battalion  level 

One  area  of  combat  q)eratk)n5  that  both  active  aiul  reserve  units  find  difficult  is  in 
the  synchronization  of  commanders  and  staffs  in  their  use  of  Battlefield  Operating 
Systons  (BOS)  that  are  critical  to  success  tm  the  battlefield.  This  problem  appears  at 
both  the  battalion  and  brigade  staff  level.  The  Army  has  developed  a  successful  method 
of  Gaining  commanders  and  battle  staffs  in  their  synchrcmization  respcmsibilities  at  the 
Tactical  Cotmnander's  Develc^ment  Course  (TCIX^.  Part  of  this  training  is  conducted 
ufing  constructive  simuladon,  to  include  the  use  of  the  Janus  ctnnbat  nxxlel.  Ihis  chapter 
reflects  our  understanding  of  the  problems  the  three  ARNG  brigades  that  wero  moinlized 
for  the  Gulf  War  had  in  performing  their  synchronization  tasks  during  their  post 
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mobilization  training.  It  describes  our  conceptual  design  of  a  way  to  train  Reserve 
Component  battalion  and  brigade  commanders  and  their  battle  staffs  in  their  key 
synchronization  tasks  by  using  Janus  and  SIMNHT  in  a  distributed  simulation  network. 

B.  GOALS 

We  chose  the  following  goals  to  guide  us  in  the  conceptual  design  of  the 
Distributed  Simulation  Netwoik  for  training.  . 

1.  The  distributed  simulation  system  should  provide  ways  to  improve  training  and 
combat  readiness  of  Army  Naticmal  Guard  ground  combat  units. 

To  reach  this  goal  we  felt  the  system  should: 

•  Be  capable  of  near-term  operation  for  at  least  two  ARNG  brigades. 

•  Have  a  multi-echelon  capability  that  can  link  ARNG  crews,  platoons, 
companies,  and  battalions  with  their  parent  brigade  and  division  and  can  link 
all  echelons  with  their  associa^  active  component  unit 

•  Provide  the  capability  for  making  an  objective  assessment  of  training 
readiness  that  will  be  meaningful  to  both  the  active  and  reserve  components. 

•  Provide  a  capability  for  training  **at  home”  as  well  as  at  the  armory. 

•  Be  capable  of  both  fully  integrated  and  independent  use  of  virtual  and 
constructive  operation. 

•  Allow  for  use  of  existing  doctrine  and  for  the  development  of  new 
approaches  to  doctrine. 

•  Be  adequate  for  both  pre-mobilization  and  post-mobilization  training  and,  if 
possible,  be  capable  of  being  deployed  overseas  so  that  the  ARNG  can 
continue  to  use  it  to  train  itself  and  to  train  with  the  associated  active 
component  unit 

2.  The  distributed  simulatitHi  system  should  provide  a  seamless  int^ration  of 
virtual  and  constructive  simulation  and  allow  for  the  training  of  individuals, 
Individual  unit  battle  staffs,  and  int^rated  units  up  to  corps  levd. 

To  reach  this  goal  we  felt  the  system  should: 

•  Allow  for  the  simulation  of  the  operation  of  ail  seven  Battlefield  Operating 
Systems. 

•  Operate  in  real  time  or  faster  than  real  time,  and  allow  for  the  training  of  a 
full  range  of  synchronization  and  timing  skills. 
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•  Be  capable  of  changing  as  doctrine  changes,  and  be  adaptable  to  lessons 
learned. 

•  Use  existing  simulation  and  communication  systems  as  much  as  possible. 
Only  minor  modiriciidons  to  these  systems  would  be  acceptable. 

C.  THE  CONCEPT 

In  order  to  meet  these  goals  we  attempted  to  design  a  flexible  system  that  would 
allow  for  a  wide  variety  of  training  alternatives: 

•  Trmn  a  single  individual  on  a  specific  job  in  a  tank  or  in  operating  a 
Battlefield  Operating  System. 

•  Train  entire  (^ws,  platoons,  companies  in  tactic^  operations. 

•  Train  unit  battle  staffs  on  one  or  irnre  BOS. 

•  Train  multiple  echelons  in  titeir  synchronization  tasks. 

This  training  could  be  conducted  in  either  virtual  Or  constructive  simulation  or  in 
a  combination  of  both  Qrpes  of  simulatirm.  It  should  allow  for  training  in  action  skills 
such  as  performing  tactical  movements  (a  skill  best  trained  in  virtual  simulation  ).  It 
should  allow  for  training  in  synchronization  and  planning  skills  such  as  planning  an 
offensive  or  a  resupply  operation  (a  skill  best  trained  in  constructive  simulation ).  And  it 
should  allow  for  training  in  skills  that  combine  actirm  with  synchronization  and  planning 
skills,  such  as  conducting  a  combat  action  in  which,  for  example,  the  battalion 
commander  might  maneuver  his  battalion  in  virtual  simulation  while  the  battalion  staff 
plans  the  continuing  battle  in  constructive  simulatitm.  Ournuun  focus  in  designing  this 
system  was  that  it  should  allow  for  training  commanders  and  staffs  in  the  critical 
synchronization  and  timing  skills  in  which  the  ARNG  has  been  found  wanting.^ 

Battalkm  Training 

In  its  most  basic  form,  the  system  would  operate  as  a  command  post  local  area 
network  (CP  LAN).  Figure  Vm-I  shows  the  elements  of  a  CP  LAN  for  a  battalion 
command  post  The  Janus  naodel  would  provide  the  combat  interactions  of  individual 
systems  for  each  of  the  cmnpanies  under  the  battalion.  Some  noodifications  to  the 
existing  Janus  naodel  would  be  needed  to  allow  qicration  oa  the  netwmk;  however,  it  will 
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be  possible  to  have  the  changes  "switchable"  in  and  out  so  that,  the  new  version  is 
completely  compatible  with  stands  non-netwoik  ppetation. 


CP 

LAN 


WS  -  CP  work  station 

J ' Janus 

GA  -  Guard  Agent 

nguraVUM.  Battalion  STXSIM  Conflgurition 

The  key  concept  of  STXSIM  is  the  use  of  the  guard  agent  (GA)  on  the  CP  LAN. 
The  GA  would  be  separate  hardw^  and  software  on  the  network.  It  would  provide  the 
interface  between  the  command  post  staff  and  the  Janus  model.  GA  would  take  its 
directions  from  the  battalion  commander  and  the  staff  ofticers  (plans,  OPORDs, 
FRAGOs,  etc.)  and  translate  them  into  Janus  scenario-specific  parameters.  The  GA 
would  also  translate  Janus  events  from  obscure  computer  data  into  the  sitreps,  spot 
lepcHts,  casualty  reports,  etc.,  that  would  normally  originate  in  subordinate  companies, 
the  GA  would  then  direct  these  combat  n^Kirts  to  the  appropriate  CP  LAN  wotic  stations 
(S2,  etc.)  for  use  by  the  ctmmrander  and  staff.  In  essence,  the  GA  would  te  responsible 
for  performing  mostof  the  functions  that  humans  perform  today  when  Janus  is  used  in 
training  tactical  ctmunanders.  GA  would  also  maintain  a  hist^  file  of  all  appropriate 
data  for  use  during  After  Action  Reviews  and  restart  of  Janus. 

The  OP  LAN  w(^  station^would  simulate  the  nmmal  staff  work  stations  in  the 
field.  They  would  provide  access  to  the  message  traffic  from  the  GA  and  would  allow 
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review  of  unit  status  data  via  menus  and  forms  tailored  for  each  position.  The 
combination  of  the  function-specific  work  stations  (e.g.,  fire  control,  logistics)  and  the 
inteipietation  of  message  traffic  by  GA  would  allow  implementation  of  all  seven  BOS 
and  would  provide  for  their  impact  on  the  combat  in  Janus.  Each  work  station  also  would 
have  the  capability  of  being  in  a  combat  display  mode  that  replaces  the  acetate  covered 
map.  This  display  could  include  all  control  measures  and  shows  the  known  position  of 
forces  on  both  sides,  as  reported  by  the  staff  process.  These  work  stations  could  be 
designed  as  part  of  the  Army  Maneuver  Control  system  or  to  simulate  that  system. 

A  variation  of  the  Methodology  code  developed  for  the  JCS  is  envisioned  as 
the  basis  for  the  GA  agent  between  the  NG  NET  and  Janus.  It  would  convert  the  Janus 
data  into  reports  and  orders  that  can  be  used  by  the  participants,  and  vice  versa.  Uiis 
agent  would  provide  woik  station  access  at  each  CP  to  interactive  forms  such  as  plans, 
OPORDS,  FRAGs,  and  requests  for  support  It  also  would  inteipret  combat  orders  into 
Janus  input  to  respond  to  combat  decisions  made  by  a  man-in-the-loop  at  its  higher 
headquarters.  These  orders  may  establish  unit  movement,  unit  resupply,  initiate 
mortar/artillery  fire,  or  commit  helicopter  support.  The  agent  also  would  model 
communications  impacts  (capacity,  reliability,  priority  traffic,  direct  attack,  electronic 
warfare)  on  its  message  traffic.  After  action  review  data  would  be  stored  by  the  agent 
and  Janus  and  accessed  via  the  agent 

Other  important  characteristics  of  STXSIM  include: 

•  Man-in-the-loop  at  work  stations  at  every  echelon  that  is  participating  in  the 
exercise.  Command  Post  staff  would  use  network  work  stations  to  initiate 
combat  plans,  issue  operations  orders  (OPORDs),  fragmentary  orders 
(FRAGs),  requests  for  support  and  combat  repmts. 

•  Perceptions  of  combat  engagements  would  be  based  on  situation  and  status 
reports  that  are  received  at  a  command  post  and  not  on  the  unrealistic 
availability  of  combat  data  generated  as  simulation  "truth." 

•  Measures  of  performance  and  measures  of  effectiveness  could  be  available  to 
assist  after  action  reviews,  to  augment  the  simulation  rerun  capability  and, 
potentially,  to  provide  a  capability  for  evaluation  and  even  validation  for 
deployment 

•  Could  be  designed  for  use  at  any  echelon,  from  company  through  corps. 

•  Could  have  a  dial-up  capabili^  that  would  allow  use  of  the  simulation 
without  being  in  the  armory.  This  would  allow  each  staff  person  or  the 
commander  to  practice  their  function  by  phone  from  home.  It  would  allow 
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practice  by  the  complete  staff  including  interactions  with  p^er  staff, 
functions. 

•  It  would  allow  for  engagement  ag^st  a  leactiye  foe. 

2.  Bi^de  Training 

Figure  shows  the  configuration  of  STXSIM  for  a  brigade.^ulatipn.  E^h 

battalion  command  post  would  be  connected  to.the  brigade-wi^  area  dialriq>  netwo:^. 
(NG  NET  bn  the  figme)  via  &e  GA.  This  would  be  an  aMtibnal  capabiUQr  of  that 
agent's  software  and  hardware.  Mes^ge  traffic  created  by  the  battalion's  work  stations 
would  be  routed  throughout  the  NG  NET  via  the  GA.  Operations  orders  cheated  at  wcnic 
stations  in  the  brigade  would  be  piit  onto  the  NG  hpT  by  the  GA  at  the-brigade.  The 
function  of  the  netwotic  element  at  Mgade  level  would  be  siinilar  to  those  at  battalion 
level. 

3;  Battalkm/Brigade 'Tntiiting  witt  SIMNET 

y^e  the  basic  STXSIM  would  use  Janus  and  the  GA  C9>erating  on  CP  LAN 
and  the  NG  NET,  we  lteiieve  it  is  also  lx>ssible  to  create  a  seamless  melding  of  Janus  i^th 
SIMN^,  a  virtual  simulation.  Figure  yin-3  shows  a  variation  of  STXSIM'ih  which 
battalion  and  brigade  command  posts  are  connected  to  a  SIMI^  network  via  a 
SIMNET  Agent  (SA).  Ibe  network  ^ould  be  flexible  enou^  to  allow  Ae  entire  brigade 
or  any  comiunation  of  its  sub-units  to  train  on  it,  as  necessary.  The  SA,  like  the  Guard 
Agent,  would  be  independent  hardware  and  ^ftwue  on  the  CP  LAN;.it  would  serve  to 
interface  Janus  and  SIMN^.  The  melding  of  Janus  and  SIMN^  would  require  diat: 

•  SIMNET  data  be  interpreted  into  a  fcmn  understwdable  to  Janus,  and  vice 
versa, 

•  Janus  arid  SIMNET  match  model  times. 

•  Line  of  Sight  discrepancies  between  the  two  models  be  resolved, 
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Fisuf«  Vfli*2.  BrfgadtSTXSlM  Configuration 


Figurt  Vlii^.  Brigado  STXSIM  Configuration  Using  SIMNI^ 
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No  modification  to  SIMNET  would  be  required  for  full  integration  of  the  virtual 
and  constructive  simulations.  The  SIMNET  systems  (simulators)  would  be  included  in 
all  Janus  calculations  and  shown  on  the  Janus  combat  display.  Janus  would  not  make 
these  systems  fire  their  weapons  nor  would  it  calculate  the  results  of  systems  being  fired 
upon.  These  functions  would  be  done  on  SIMNET.  Janus,  via  the  SA,  would  get  the 
"SIMNET  system  Ering  at  a  Janus  vehicle"  data  from  SIMNET  and  evaluate  the  results 
of  the  firing  event  on  the  Janus  entity.  Conversely,  Janus  entities  that  Ere  at  SIMNET 
systems  would  create  firing  data  for  evaluation  of  the  shots  on  SIMNET. 

The  SIMNET  "magic  carpet"  could  be  used  by  the  battalion  or  brigade 
commander/staff  to  get  a  three  dimension  look  at  the  combat  forces  on  the  Janus  systems. 
This  view  would  be  helpful  in  monitoring  combat  maneuvers  and  applications  of  tactics. 
If  sufEcient  SIMNET  simulators  are  availabh;,  a  company-size  task  force  that  is 
responsible  for  a  key  role  in  the  brigade's  plan  could  be  simulated  by  soldiers  in  SIMNET 
simulators. 

Alternatively,  SIMNET  could  be  used  to  enhance  the  commander's  view  of 
combat  by  having  him  operate  from  a  SIMNET  simulator.  Company,  battalion  and 
brigade  commanders  could  direct  their  unit,  represented  in  Janus,  while 
observing/participating  in  the  combat  of  their  subordinate  units  from  a  SIMNET 
simulator.  This  would  be  intended  to  give  them  a  "feel"  for  the  combat  situation  and  the 
timing  of  combat  maneuvers.  It  would  also  allow  the  staffs  to  practice  supporting  the 
operation  while  the  commander  is  in  the  Eeld  in  a  combat  vehicle.  The  SIMNET 
network  would  also  allow  ARNG  units  to  participate  in  SlMNET-based  STXs  with  the 
AC. 


D.  TRAINING  USING  STXSIM 

STXSIM  would  provide  the  capability  for  repetitive  training  to  standard  in  the  use 
of  C3  systems  and  in  the  use  of  combat  systems  (BattleEeld  Operating  Systems)  for 
commanders  and  staffs.  This  training  could  be  conducted  at  single  or  multiple  echelons; 
it  could  be  via  the  constructive  simulation  by  Janus  alone  or  by  Janus  and  the  virtual 
simulators  on  SIMNET.  Commandei^  could  operate  from  computer  work  stations  or 
from  SIMNET  vehicles.  Staff  officers  would  operate  from  computer  work  stations  that 
could  be  conEgured  for  each  staff  position  in  a  command  post.  The  staff  officer  would  be 
able  to  participate  in  the  command  and  control  of  the  simulated  combat  on  the  Janus 
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computers  from  the  STXSIM  work  station  using  battle  map  graphics,  a  menu  of 
commands,  combat  reports  and  unit  status  summaries.^ 

The  description  of  STXSIM  above  explains  the  basic  concept  of  the  system,  but  it 
is  not  complete.  There  are  a  number  of  additional  steps  that  must  be  taken  before  it  can 
be  used  for  training: 

•  The  specific  tasks  to  be  trained  must  be  determined.  Responsible  officials 
must  decide  which  tasks  need  to  be  trained. 

•  Measures  of  Performance  and  Measures  of  Effectiveness  must  be  identified. 

•  Tactical  tables  and  situational  training  exercises  to  teach  those  tasks  must  be 
created  and  the  Measures  of  Performance  and  Measures  of  Effectiveness 
must  be  built:  in. 

Although  unrelated  to  this  study,  the  ongoing  IDA  study  Battle  Command  Staff 
Training  is  designed  to  accomplish  diese  three  goals  for  the  ARNG.  We  have  used  many 
of  the  insights  developed  in  Battle  Command  Stiff  Training  as  a  basis  for  designing 
STXSIM. 

Training  in  STXSIM  using  fixed  tactical  tables  similar  to  gunnery  tables,  with 
objective  measures  of  performance  and  effectiveness,  would  allow  for  the  objective 
evaluation  of  the  performance  of  ARNG  units  to  standard.  By  providing  tactical 
engagement  simulations  for  battle  staffs,  this  concept  has  the  potential  for  significantly 
increasing  the  combat  effectiveness  and  training  readiness  of  ARNG  battle  staffs. 

1,  Single  Staff  Member  Training 

A  single  staff  member  can  use  STXSIM  at  his  home  or  at  the  armory.  In  either 
case,  the  training  can  start  with  a  briefing  on  the  combat  situation.  This  briefing  might  be 
on  video  tape  so  that  the  staff  member  could  review  it  carefully.  The  staff  member  would 
connect  the  PC  work  station  to  the  command  post’s  network  and  initiate  STXSIM.  The 
data  and  forms  necessary  for  each  staff  member  to  perform  his  job  could  be  available  on  a 
PC  in  his  home.  Some  situation  displays  also  could  be  available.  For  example,  the  S-4 


^  Gr^)hics  provides  color  views  of  the  combat  tonin  annotated  specifically  for  a  staff  function.  The 
menu  provides  access  to  automated  forms  for  OPORDs,  FRAGOs  etc.  The  iqxxts  that  would  be 
availaUe  on  the  woric  station  are  the  operational  iqxxts  that  the  staff  fonctioa  would  receive,  including 
losses,  SITREPs,  and  intelligence  iqiorts  from  subordinates  and  otdorsAnessages  finom  superiors.  Data 
from  the  reports  wiU  be  used  to  automatically  up^  the  pereq^ons  of  combat  unit/foe  status  on  the 
workstation.  Status  summaries  also  will  be  available  at  the  worit^on. 
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might  receive  all  the  reports  on  the  PC  that  nomially  would  be  received  from  both  higher 
and  lower  units  (c.g.,  supply  status  reports,  emergency  supply  requisitions,  logistic  trains’ 
locations).  Supply  actions  required  could  include  redirection  of  trains  to  alternate  LRPs, 
modification  of  the  schedule  for  resupply  of  subordinates,  review  of  use  rates,  selection 
of  cache  or  "tail  gate"  resupply  technique,  etc.  Such  an  initial  exercise  might  cover  24 
hours  of  combat  and  logistics  operations  in  2  clock-hours.  At  the  end  of  the  session,  the 
staff  officer  might  conduct  his  own  After  Action  Review  and  compare  his  performance 
with  the  performance  of  a  skilled  staff  officer  performing  the  same  duties. 

2.  Battalion  Staff  Training 

Battalion  level  training  would  normally  be  conducted  at  the  armory  because  of  the 
importance  of  getting  commanders  and  staff  officers  to  develop  the  key  synchronization 
skills.  Some  training  could  be  conducted  with  staff  officers  at  home,  however. 

During  the  exercise,  each  staff  woric  station  would  receive  all  the  standard  reports 
and  messages.  For  example,  the  S-4  work  station  would  receive  supply  status  reports, 
emergency  supply  requisitions,  logistic  trains’  locations  etc.  The  objective  of  this  training 
for  each  staff  officer  would  be  to  know  and  implement  all  of  his  responsibilities  during  a 
dynamic  battle  and  to  cooidinatc  his  actions  with  other  staff  functions  during  the  battle. 

Battalion  staff  training  could  include  SIMNET.  A  SIMNET  simulator  could  be 
used  to  allow  the  commander  to  direct  the  battle  from  his  command  vehicle;  this  would 
also  give  the  staff  practice  working  with  the  commander  while  he  is  in  a  combat  vehicle. 
The  battalion  commander  also  could  use  a  SIMNET  simulator  to  get  a  virtual  view  of 
combat  by  any  subordinate  in  order  to  assist  in  the  training  of  that  unit,  SIMNET  also 
could  be  used  in  the  logistics  operation  with,  for  example,  the  combat  trains  lead  by  a 
SIMNET  vehicle  and  Janus  supply  vehicles  making  up  the  rest  of  the  convoy. 

Following  the  exercise,  the  battalion  could  conduct  an  After  Action  Review  using 
only  Janus  or  Janus  and  SIMNET. 

3.  Muiti-echelon  Training 

Multi-echelon  training  with  brigade  and  battalion  staffs  normally  would  be 
conducted  fiom  each  unit’s  armory  in  order  to  enhance  staff  coordination  within  each  unit 
and  to  enhance  commumcation  skills  with  other  units.  Multi-echelon  training  also  could 
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involve  division-and  corps-level  operations  with  active  and  reserve  units  exercising  their 
anticipated  wartime  relationships. 

Multi-echelon  training  could  be  a  multi-media  event  to  include  a  video  conference 
with  the  brigade  or  division  staff,  a  video  tape  prepared  for  the  scenario,  or  a  telephone 
conference,  in  conjunction  with  STXSIM  situation  displays.  Each  battalion  command 
post  network  would  be  linked  to  the  brigade's  wide  area  net  Each  staff  work  station 
would  receive  all  the  reports  that  would  normally  be  received  during  an  exercise.  The 
S-4  at  brigade,  for  example,  could  arrange  for  ammunition  resupply  and  issue  instructions 
to  the  battalions  on  ammunition  usage.  Each  battalion  S-4  could  practice  using  doctrine 
and  tactics  to  make  real  time  resupply  dednons  affecting  field  and  combat  trains. 

A  brigade  training  exercise  might  cover  24  hours  of  combat  and  logistics 
operations  in  4-12  clock-hours.  The  desired  learning  outcomes  could  include: 

•  Brigade  development  of  an  OPPLAN,  and  control  of  forces. 

•  Development  of  a  brigade-wide  synchronization  skills. 

•  Battalion  implementation  of  the  OPPLAN. 

•  Staff  exercise  of  multi-echelon  responsibilities. 

SIMNET  could  be  used  for  brigade  training  in  essentially  the  same  way  as  it  is 
used  for  battalion  training. 

E.  USE  OF  STXSIM  AS  A  MISSION  REHEARSAL  TOOL 

STXSIM  could  become  a  mission  rehearsal  tool.  The  computer  support 
equipment  and  communications  network  are  portable.  The  same  procedures  that  are  used 
for  normal  training  could  be  used  by  single  and  multi-echelon  staffs  to  plan  mobilization 
training  exercises  and  to  evaluate  alternatives  for  actual  combat  OPPLANs.  A  Guard  or 
Reserve  unit  could  be  included  on  a  STXSIM  network  with  the  active  component  unit  for 
training  in  CONUS  and  for  mission  rehearsal  in  the  theater.  In  order  for  STXSIM  to  be 
used  in  this  mode,  digitized  terrain  (mobilization  training  site,  actual  area  of  combat) 
would  need  to  be  available  at  the  start  of  mobilization.  Information  on  foe  units  and  their 
expected  locations  can  be  included  as  it  becomes  available.  The  digital  representation  of 
the  scenario  and  OPPLANs  could  be  retined  during  mobilization,  transit  to  the  theater, 
and  at  combat  locations. 
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F.  POTENTIAL  COST  AND  SCHEDULE 

Initial  development  for  STXSIM  would  include  both  software  development  and 
hardware  acquisitioi:  Software  development  would  require  approximately  10  man-years 
of  effort  to  create  the  command  post  and  network  systems  that  are  part  of  Guard  Agent 
and  the  forward  support  and  independent  fire  support  battalion  modules  that  are  part  of 
Janus.  This  effort  could  be  accomplished  in  about  one  calendar  year.  An  initial  operating 
capability  for  a  brigade  would  require  computer  and  network  facilities  costing  about 
$600,000.  Additional  effort  would  be  needed  to  incorporate  scenarios,  tactical  tables, 
measures  of  performance,  and  measures  of  effectiveness  into  data  sets  that  could  be  used 
by  units  using  STXSIM  for  training.  An  ongoing  IDA  study.  Battle  Command  Staff 
Training,^  is  creating  battle  command  staff  tables,  MOEs,  and  MOPs  designed  to  train 
ARNG  battle  staffs  and  should  be  able  to  provide  much  of  the  necessary  data  for 
STXSIM. 
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THE  ARMY  COHORT  PROGRAM 


The  Army  Training  and  Doctrine  Command  publish^  an  assessment  of  the  Unit 
Manning  System  and  the  COHORT  program  in  March  1989.^  This  assessment  identified 
a  number  of  pdnts  that  are  relevant  to  this  study.  The  points  laid  out  below  are  taken 
directly  from  the  assessment 

1.  The  most  successful  of  the  COHORT  models  was  the  nondq^loying  Battalion 
on  a  3-year  fixed  life  cycle.  This  model  was  “key  to  the  successful 
conversion  of  infantry  forces  to  the  light  (Bvi^on  design.”  While  it  is  more 
difficult  to  mmage  than  sustained  models,  it  offers -the  highest  potential 
payoff  to  readiness  of  any  mode!  yet  tried.  This  model  has  die  potential  to 
facilitate  the  conduct  of  routine  TDY  battalion  deployments  to  the  Sinai  or  to 
USARBUR  should  the  need  arise  to  reduce  dependent  presence  in  Europe.  A 
COHORT  division  could  support  6-month  rotations  efficiently  by 
synchronizing  the  deployments  with  the  COHORT  unit  life  cycle.  This 
would  provide  the  OCONUS  theater  with  a  steady  flow  of  stable,  cohesive 
units  trained  to  the  OCONUS  mission  through  a  tailored  loed^loyment  unit 
training  program. 

2.  The  Walter  Reed  Army  Institute  of  Research  (WRARI)  found  that  most 
senior  connsanders  believed  COHORT  units  to  be  more  technically  and 
tactically  proScient,  more  ^ergislic  and  cohesive,  more  psychologically 
resistant  K>  the  potential  shock  of  initial  combat,  and  more  willing  to  fight 
than  non-GOKORT  units.  Is  the  7th  Light  Infanoy  Division  the  COHORT 
process  was  credited  with  holding  the  units  together  as  combat  ready  entities 
despite  the  unprecedented  external  piessures  imposed  on  the  division  during 
its  intense  period  of  morganmtioR,  downsi^g,  re-equipping,  light  infmtry 
division  ct^diication,  and  amdoment  of  RGF  status.  In  heavy  fences,  where 
COHORT  was  not  implemwited  well,  WRAIR  dada  finds  that  the  COHORT 
companies  in  heavy  non-COHORT  battalions  were  generally  constdoed 
better  unite. 

3.  WRAIR  dso  found  that  the  pio^s  of  s^sidting -irsf  soldi^  the 

same  COHORT  unit,  training  them  togeths^  is  OSUT,  and  keeping  ffeesss 
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together  for  their  entire  fint  enlistment  is  potentially  a  powerful  and  effective 
combat  multiplier.  This  process  molded  COHORT  first  termers  into  a 
cohesive,  synergistic  combat  force  whose  potential  could  be  exploited  by 
trained  leadership. 

4.  The  bonding  among  COHORT  leaders  was  generally  stronger  than  among 
non-COHORT  leaders.  Leader  bonding  was  not  as  strong  as  first  termer 
bonding  because  leaders  were  not  as  stabilized.  The  lK>nding  between  first 
term  soldiers  and  their  leaders  was  generally  stronger  in  COHORT  units  than 
in  non<COHORT  units. 

5.  Although  the  Army  assessment  was  unable  to  come  to  any  specific 
conclusions  about  the  impact  of  COHORT  on  training  readiness,  the  report 
was  able  to  conclude  that  "With  a  proper  battalion-level  COHORT  training 
program  in  place,  one  mi^t  expect  commanders  to  conduct  more  efficient 
individual  training  because  all  first  term  soldiers  are  at  the  same  level  of 
training  proficiency  at  die  same  time,  and  commanders  do  not  have  to  repeat 
training  tasks  frequendy  to  accommodate  the  continued  trickle  of  new  faces. 
One  might  also  expect  that  individual  skills  would  improve  because  of  the 
more  stable  and  consistent  interface  between  soldier  and  mentor. 
Additionally,  collective  training  should  be  progressively  more  complex, 
challenging,  and  realistic  in  the  stable  COHORT  unit” 

6.  First  term  attrition  was  found  to  be  approximately  equal  in  COHORT  and 
non-COHORT  units. 

7.  External  turbulence  was  less  in  COHORT  units.  First  termers  were 
effectively  stabilized  for  their  entire  enlistment  period.  NCO  turbulence  was 
high  because  stabilization  policies  were  not  well  enforced.  Officers  remained 
on  the  individual  replacement  system  and  their  degree  of  turbulence  proved 
to  be  a  chronic  and  significant  problem. 

8.  Ihe  implementation  of  CX3HORT  was  much  more  successful  in  light  infantry 
units  than  in  heavy  units.  Entire  light  infantry  divisions  were  converted  to 
COHORT-  In  heavy  units,  COHORT  companic.s  and  batudions  were  mixed 
in  with  regular  armor  and  mechanized  infantry  units.  As  a  result,  the  ht^vy 
COHORT  units  were  not  well  accepted  or  assimilated  due  to  resentments 
caused  by  implementation  actions  that  resulted  in  actual  or  perceived 
privileged  treatment. 

9.  The  life  cycle  of  COHORT  units  led  some  to  argue  that  COHORT  detracted 
&om  readiness  because  a  COHORT  unit  might  have  to  report  itself  tmre^y 
on  the  Unit  Smtus  Report  dtaing  time  it  took  m  complete  its  initial  tmit 
Itmniag.  Others  argued  that  this  was  simply  a  manifestation  of  the  unit 
replacement  system  tliat  should  be  changed  and  the  Army  should  be  willing 


to  rsport  units  as  unready  just  as  the  Navy  reports  ships  unready  when  they 
return  from  an  overseas  deployment  and  large  numbers  of  sailors  are 
reassigned. 

10.  The  Army  mastered  the  process  of  accessing,  training,  and  delivoing  first 
term  COHORT  soldiers  to  the  right  place  at  the  right  time  as  a  cohesive 
group. 

11.  The  Army  developed  an  automated  system  for  integrating  numerous  Army 
management  systems  with  COHORT  and  producing  a  COHORT  unit 
schedule  which  is  supportable  and  consistent  with  accession  constraints  and 
training  base  capaci^’.  The  model  needs  to  be  enhanced  to  include 
operational  constraints,  such  as  brigade  organization  and  NTC  rotation 
schedules. 


12.  Ibe  Congress  enacted  Variable  Enlistment  Legislation  that  allows  soldiers  to 
enlist  for  a  period  of  initial  training  and  the  entire  COHORT  life  cycle 

13.  The  greatest  challenge  to  institutionalizing  the  COHORT  system  is  the 
steady-state  management  of  the  personnel  flow,  especially  late  arrival  of 
cadre  to  COHORT  units  and  COHORT  unit  strength  profiles.  Both  the 
Personnel  Command  and  installations  have  had  difficulty  meeting  COHORT 
schedules,  pediaps  because  of  the  need  off-line  micro-management  of 
many  individual  COHORT  companies.  Policies  need  to  be  established  for 
managing  the  strength  of  CX}HORT  units. 

14.  COHORT  managers  did  not  recognize  the  magnitude  of  the  prevailing 
cultural  mind-set  about  the  individual  replacement  system.  They  found  that 
the  prevailing  Army  culture  nurtures  an  IRS  based  on  the  primacy  of  the 
individual  over  die  unit.  This  causes  many  COHORT  initiatives  to  be  seen  as 
restrictive,  unfair,  and  career-damaging.  The  individual  rqilacement  ^stem 
is  a  management  system  of  least  resistance  and  the  unit  maiming  system 
restricts  management  flexitnlity  and  curtails  command  prerogatives. 

15.  The  Unit  Status  Report  focus  on  "level  of  fill"  is  not  consistent  with  Army 
training  philosophy  and  militates  against  the  use  of  COHORT.  This  ssmd-set 
will  not  change  undl  we  change  the  unit  status  report  to  recogmze  and  reward 
stability,  cohesion,  and  collective  proficiency  as  readiness  enhancers. 

16.  Reductions  in  operating  tempo  caused  by  budget  reductions  <»uld  offset 
by  the  unit  stability  and  enhanced  readiness  infctscnt  in  the  COHORT  sj^tem. 

17.  Stationing  of  unaccompanied  units  in  Europe  could  fee  sustained  by  an 
expansion  of  Sinai-type  TDY  rotations  cr  estabiishmeat  of  Kosca-type  shoit 
tours.  Both  of  these  approaches  can  be  supported  by  the  CX)HORT  system. 


GLOSSARY 


AC 
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CSS 
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reserve  ccnnponent 
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TCDC 
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TOY 

temporary  du^ 
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TQM 
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TRADOC 

Training  and  Doctrine  Command 
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UMS 

Unit  Mannmg  System 

UPTM 
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United  States  Army  Europe 
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USMC 
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